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I- inIICddctim 

A. ICCOS OF THIS STDEY 

Fedeial accjuisiticn is a broad spectrum cf policies and 
procedcres that direct and execute the efforts of a vast 
number of military and civilian procurement personnel ir the 
Federal Government. Ihis study will focus on a fairly large 
micrccosir cf those personnel associated with Government 
proc crement , naaely civilian personnel that are involved in 
small purchase. This study will additionally confine itself 
only tc intermediate level personnel that have been 
purchasing agents for a period of time, and have completed 
both cn-the-job trailing as well as the entry level small 
purchase training course offered by the Department of 
Defense (DOE). This study will also be confined to findings 
and recommendations regarding small purchase personnel 
within the Department of the Navy (DON) . 

E, CEJECTIVES 

The primary thrust of this research is to identify the 
specific training needs of intermediate level small purchase 
personnel within the Department of the Navy, and to present 
a proposed training plan to satisfy those needs. A recom- 
mended method cf training implementation will also be 
proposed, and the costs associated with implementing this 
plan will he examined. Further, current deficiencies in 
professional development and organizational practices will 
be examined in order to establish the context within which 
this training must be conducted. It is hoped that as a 

result of this paper, the Department of the Navy will have a 



useful 



and viafcle delineation of the most significant 
training and perfornance weaknesses of small purchase 
personnel, and a training plan that can be utilized by fxeld 
level activities to improve the training and hence the 
performance of intermediate level small purchase personnel. 



C, EZSE^ECH QDESTIOliE 

In consonance with the above stated objectives, the 
following research question was addressed: 

Kkat are the training needs of intermediate level 
small purchase personnel and how can these needs 
best be met? 
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5. What other sources ox training exist and are avail- 
able at the field level for field small purchase personrel? 

6. What training is currently re^jUired for career 
develcpment of small purchase personnel at the intermediate 
level? 

a. Who is responsible fcr conducting this training? 

1. Is this training utilized? 

c.Is this training adequate? 

7. What other factors, if any, influence the success of 
training for small purchase personnel? 

8. What are the costs associated with implementing the 
proposed training program? 

E- EESEIECB HZTBODOICGY 

Ihe information utilized tnroughout this study was 
derived from interviews of personnel at NAVSUP Headquarters, 
supervisors at various field purchasing activities, and from 
interviewing small purchase personnel. An extensive review 
of purchasing directives and policies was also conducted. 
Eormal as well as informal training guides at several large 
field activities were also reviewed, as were data from past 
small purchase inspections conducted by both NAVSUP and the 
Naval Audit Service. Additionally, policy level personnel 
within the Federal Acquisition Institute, the General 
Services Administration, and the Office of Federal 
Procurement Policy were interviewed. 

Ihe literature utilized in this study was compiled from 
multiple sources, including the Defense Logistics 
Information Exchange (DLSIE), the Defense Technical 
Information Center (DTIC) , the General Services 
Administration, current Federal and Department of Defense 
regulations and supplementary directives, previous theses. 
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and a review of current putlications and periodicals rele- 
vant to the field of federal procurement. 
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G. A££OefUONS 

Ihrcughcut this research report, it is assumed that the 
reader is ramiliar with the Federal Acguisition process and 
the liaitations and idiosyncrasies of small purchase. It is 
further assumed that the reader is familiar with basic Naval 
terminclcgy and with basic contracting and acguisition 
ter mine Icgy , 

H. EIFllilllOHS 

"I* V en dor /Su pp li er /Con tra ctor: In the conta xt of this 

research report the terms contractor, vendor, and supplier 
will be used interchangeably to indicate parties that 
provide supplies and services to the Government. 

2- Sma ll Purc has e : Small purchase is defined by the 

federal Acguisition Regulation as the aeguisitier of 
supplies, rcnpersonal services, and construction in the 
amount of $25, 000 or less [Ref. 1 J, [Ref. 2]. 

3. GS- 1102: GS-11C2 personnel are those that are tasked 

with acguisition for items totalling more than $25,000, and 
are referred to as Contract and Procurement specialists. 
These personnel are the "professional " aeguisitien work- 
force, and the average grade level of these personnel in the 
Federal Government is between a GS-10 and GS-11 level. 

GS-JJC5; GS-1105 personnel are termed purchasing 
specialists and are the cornerstone of the small purchase 
function within the federal Government. Their specific job 
tasking is in the snail purchase field, and they comprise 
the vast majority of personnel performing the small purchase 
function within the federal Government. 

5- There are two categories of GS-llOb personnel; 

procurement clerks ard procurement assistants. In general, 
procurement clerks are utilized in the small purchase 



15 



function whereas procciement a 
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to b€ utilized for ccustructiug a viable trainicg prcgram 
that addresses the areas of weakness that the researchers 
have ucccvered. This Chapter will also present a sample 
training guide for cne of the specific areas of weakness 
discussed in Chapter A brief cost and benefit analysis 

of the inplementation of this study follows in Chapter VII 
to allow the reader to ascertain the financial impact of 
implementing the preposed training. A summation of the 
research and it's petential impact is provided in Chapter 
VIII, which also provides the researchers' conclusions and 
recommendations relative to this research effort. A 
pletbcra of appendices that include a list cf interviewes, a 
summary of small purchase personnel manning levels, a 
summary cf selected statistics, and numerous references and 
directives that the research has found would be useful as a 
ready reference to small purchase personnel are also 
provided- 
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II. fIMMOEK iO BACK^OOND 



A. lEAHEPJOBK 

Gcvermtent proctrement in the strictest sense is the 
procuieaent of supplies and services necessary to operate 
various segnents of the Federal Government in an effective 
and responsive manner. It has, however, evolved into a 
political, social, and eccnomic instrument of the highest 
order. Ihe Congress has viewed Federal procurement as a 
converient means of effecting and furthering specific 
social, political, and economic goals, and as such it has 
teen the subject of significant legislation and intense 
scrutiny. In this, an election year, the Federal budget has 
become a central issue; and as the most significant aspect 
of the ever burgeoning budget, DOD procurement has come 
under ever increasing examination. As the Executive and 
legislative branches of the Government search for areas in 
which to trim the budget, procurement efficiency and effec- 
tiveness will receive increasing attention and criticism. 

As previously mentioned. Federal procurement accounts 
for a significant portion of the Federal budget. In fiscal 
year 1S82, procurement amounted to more than $ 158 billion, 
or slightly more than 21% of the Federal budget [Eef. 3]. 
Spending by the DOh accounted for nearly 31 a of these 
procurements, or over $49 billion [Hef. 4]. The recent 
report to the President by the Grace Commission (The 
President's Private Sector Survey on Cost Control) recog- 
nized tie impact oi DOD procurement upon the budgetary 
process, and cited potential savings of $4 billion if 
procurement techniques and execution were performed more 
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effectively and efficiently ty the DOD £Ee£. 5]- While 
those faniliar with lOD procurement are skeptical of these 
projected savings, personnel at all levels recognize the 
need fcr improved purchasing and it's attendant ccst 
savings. 

Ic date, the focus of the majority of studies regarding 
the ailitary procurenent systei have been upon the acquisi- 
tion cf najcr systems, which in many instances individually 
represent tie outlay cf billions of dollars. Major systems 
acquisiticns are costly, and account for 92% of the total 
procurement funds by the Federal Government. 3y contrast, 
small purchase actions totalled over 18.3 million individual 
acticrs in fiscal year 1982, although accounting fcr only 
7.55? cf total dollar outlays [fief. 6]. Small purchase 
within the DOD accounted fcr over 12 million of these 
acticrs, with an associated value of over S 12 billion 
£Ref. 7]. As of late, more attention has been directed to 
this heretofore ignored segment cf procurement, and legisla- 
tive and executive involvement has increased accordingly- 
fublic interest has also been fanned by recent sensational 
stories, such as accounts of spare parts overpricing. 

At this juncture, the reader may query, "What exactly is 
small purchase and hew is it implemented within the E0£"? 
As previously defined, small purchase is the acquisition of 
supplies, nonpersonal services, and construction in the 
amount of $25,00C or less £Eef- 8J- Ihe dollar threshold 
for snail purchase was increased to $25,000 from $1C,OOC for 
Defense Agencies in fiscal year 1982, and as a result the 
scope of small purchase has increased dramatically. Ihe key 
tenets of snail purchase are that it is a simplified set of 
procedures effected to reduce the administrative burden of 
relatively small dollar value purchases, and to increase the 
opportunity for small and disadvantaged businesses tc obtain 
a fair portion of Government contracts. As we shall discuss 
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in scie jreasure latex in this thesis, these objectives have 
merit, hcj«ever they are often in conflict. 

E. EflCKGBCOND 

Small purchase procedures have been developed to reduce 
administrative costs while retaining an acceptable degree of 
control over the small purchase process- Federal 

Acquisition Regulaticrs and implementing instructions by the 
agencies are a compromise between controlling administrative 
costs and controlling pricing and source selection. Ihe 
Federal purchasing system itself has evolved over the last 
two hundred years, and has it's legislative roots in 1609 
when the Congress required that all purchases and contracts 
for supplies and services shall be made by either open 
purchase, or by previously advertising for proposals. Ihe 
intent of this legislation was to ensure that contractors 
were not favored over one another, as that had teen a 
significant problem tc that time. During the course of the 
next cne hundred years. Federal contracting became codified 
in cpinicrs of the Courts and additional Congressional 
legislation, as well as agency tradition. The advent of 
l^orld War II, however, prompted Defense agencies to realize 
that formal advertising and it's associated clerical and 
administrative burden were too cumbersome to respond to 
events in a national emergency- After World War II, Congress 
formally recognized this fundamental shortcoming in the 
Armed Services Procurement Act of 1947, which authorized 
Defense agencies seventeen exceptions tc formal advertising. 
Included in these exceptions is the waiver ox formal adver- 
tising for small purchase £Bef. 9j £Eef. 10], and thus the 
genesis of present-day small purchase authority and 
proc e d ur es . 
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c. 



BICOIEZHENTS 



CigaD izationally # small purchase is usually a separate 
and distinct division within the procurement office and, as 
such, operates in a completely different environment than 
purchases in excess of the small purchase threshold; 
commonly referred to as contracts. In an effort to inplement 
the desires of the Congress regarding small purchase, 
federal agencies have published specific directives and 
regulations regarding the limitations and requirements for 
small purchase. In crder to simplify purchasing fcr small 
purchases, exceptions to convention regarding competition 
and fcrnal advertising have teen authorized and are the 
basis upcn which small purchase is implemented and executed. 
Ihe intent cf these exceptions is to recognize the tradeoff 
tetween the administrative cost of placing repetitive ciders 
for snail dollar value items and the desire to have competi- 
tion, documentation, and contract advertising cf seme 
nature. 

Cne of the key aspects of small purchase is that 
purchases of less than $1,000 can be made without competi- 
tion. Ihe only caveat placed upon the Contracting Officer 
or buyers is that business te rotated in an equitable manner 
and that prices paid in the absence of competition be judged 
as '’fair and reasonable" £Bef. 11 ]• This waiver of the 
requirement for competition recognizes the administrative 
burden, attendant costs and inef f iciencies that would result 
from scliciting competition for small dollar value procure- 
ments. Ihe waiver cf the requirement for competition for 
purchases of less than $1, 000 £Bef. 12], is probably the 
most centio versial aspect of small purchase, as the Congress 
has always subscribed to the theory that competition is the 
cornerstene of free enterprise and is necessary to avoid the 
opportunity for fraudulent pricing on the part of suppliers. 



liie Ccngress has recccnized, however, that the burder asso- 
ciated with ensuring competition is oftentimes more ccstly 
than the administrative efforts necessary to solicit compe- 
tition ard thus obviate unethical pricing by vendors. Ihe 
report of the Commission on Government Procurement says of 
competition: 

Competition is ret a procurement technique. It is 
a phencmenon of tbe marketplace and the extent to 
which it exists in any given marketplace ordi- 
rarily is not influenced by the method of procure- 
irent employed. Competition is the effort of 
sellers, acting independently of each other and 
effering products or services that are reasonably 
close substitutes for those offered by other 
sellers, to secure the business of the buyer 
proposing the most attractive contract terms. 
fEei. 13^ 

Present day small purchase can be subdivided into feur 
basic dcllar constrained categories that define the amount 
of cempetition and advertising required before making a 
purchase. Small purchase can also be divided into two 
categories relative to the requirement to reserve business 
for small and disadvantaged concerns. Figure 2. 1 is a 
graphic representation of these relationships. 

As can be seen from Figure 2-1, there are three major 
categories of small purchase. Procurements of less than 
$1,0CC that do net require cempetition, and are reserved for 
small business; procurements in the range $1 ,000 to $10,000 
that require some decree of cempetition and advertising, and 
that are reserved fer small business; and procurements in 
excess cf $10,000 that are substantially similar to the 
requirements of formal contracting above the $25,000 
threshold, and which are not reserved for small business. 
Subsequently, small purchase personnel are now required to 
possess a diverse range of knowledge and skills as they may 
make ncn-ccmpetitive small procurements or may become 
responsible for a negotiated advertised procurement of 
significant magnitude. 
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Dcilax Value cf 
Frccurement 



Extent oi Competition 
and Advertising 



1 



5C-31/000 * No Ccnpetition Eeguired 



J 1 , 0 CO- S4, 99 S * Competition reguired to the 

maximun) extent possible (1) 

* Encouraged to post a notice 
of intended purchases 



S5,0CC-$10,000 * Competition required to the 

maxrmuit extent possible 
* Must pest notice of intended 
purchases 



J 1C,000-$25/ 000 * Competition required 

* Purchase must ne synopsised (2) 
in the Commerce Business 
Daily (CBD) 



(1) 30-210,000; Purchases in this category are uni- 
laterally set-aside for Small and Disadvantaged 
Businesses. 

(2) 2 10,000-$25, CCC; Purchase in this category are 
not set aside for Small and Disadvantaged Businesses. 



Source; Besearchers 



figure 2. 1 Small Purchase Categories. 



Procurements in the first category are relatively 
simple, as small purchase personnel are relieved of most of 
the requirements for documentation and other clerical 
duties. They must, however, determine that the pries the 
Government pays is fair and reasonable. Although competition 
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in itseif is not reguired# buyers are reguired tc ensure 
that purchases in this category are fairly and eguitably 
distributed throughout the business rase. 

Ihe second category of procurements is somewhat mere 
comple:{, nowever it is not substantially different than 
proc urement s for under $1,000. Small purchase personnel are 
required to obtain adequate competition for procurements in 
this ranee, and are also encouraged to solicit at least 
three bids to ensure that prices are in fact competitive. 
Addit icna lly , for purchases between $5,000 and $1C,000, 

buyers are also reguired to post a notice of anticipated 
procurements in a public place so as to afford local husi- 
nessmer the opportunity to ascertain the scope and extent of 
expected small purchases above this nominal value by the 
Government [Ref. 14], Buyers are also encouraged, but not 
required, to do the same fer procurements of less than 
$5, OCC. Ihe most important aspect of all purchases under 
$10,CC0 is that they are unilaterally reserved for small and 
disadvantaged businesses, with few exceptions [Ref. 15]. 

Ihe third category of procurements with which small 
purchase personnel are faced is that of procurements in 
excess of $ 10,000 but less than $25,000. This category is 
the most recent addition to the duties of small purchase 
personnel, and is the area where the idiesy ncrasies of 
competitive procurement are least understood by small 
purchase personnel and their supervisors- All procurements 
in this category must be synopsised in the Commerce Business 
laily (CEC) . 

E. HEIBCDS 

Small purchase by its nature is involved in repetitive 
purchases cf low dollar value items. In consonance with 
efforts to alleviate much of the clerical duties associated 
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kith Gcvexnttent pcoc treoent # a limited numher of purchasing 
vehicles is authorized for use in the small purchase arena. 
Ihe general purchasing documents that are authorized in 
small purchase are the blanket purchase agreement, the 
purchase order, the imprest fund, delivery orders, and 
several ether documents of less significance. Each of these 
vehicles is examined in brief below: 



1 



E la nket Purchase Agreement 



Ihe blanket purchase agreement is an administr 
device designed to reduce the time and effort reguir 
make repetitive purchases from the same source for si 
categories of material. It is an agreement between 
vendor and the Government that allows representatives c 
Government to place cral or written orders against a 
existing purchase agreement without a formal purchase o 
It is generally executed orally, and the person placin 
call need crly contact the vendor, obtain a price gucte 
place tie order. Accountability and admr nistra ti ve cc 
are ensured through the use of "call numbers” that the 
gives to the vendor. Invoices are normally only pre 
monthly and substantiated by a summary of the call nu 
and their associated prices. The Government retai 
modicum cf control by including a clause in blanket pur 
agreements that states that the Government will no 
liable fer calls (purchases) placed by persons not spe 
cally authorized by the Government [Ref. 16]. An addit 
benefit to the Geverrment, common to users of BPAs, is 
through judicious delegation of the authority to use bl 
purchase agreements tc the personnel generating the reg 
ment, the buyer can be relieved of these relatively s 
purchases and can tetter allocate their time tc 
purchases requiring mere expertise [Ref. 17]. 
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1 . Pur chas e Orders 

furchase orders are the tasic tool of small jurchase 
perscrnel ard are used for nearly all purchases that are rot 
within the purview of hlanket purchase agreements. Ihey are 
essentially an offer to a vendor, based upon a determination 
that the price listed on the purchase order is the mcst 
advantaceous to the Government, for the vendor tc provide 
supplies and services to the Government in accordance with 
the terms and conditions of the order. Although a purchase 
order is not technically a contract because it is an offer 
cn the part of the Government without corresponding accept- 
ance by the supplier, it is considered essentially a 
contract as the buyer and seller have usually agreed tc the 
terms and conditions before it is prepared. It is not, 
however, a legal contract until the contractor provides the 
requested goods or services, or until he begins substantial 
performance of the required work £Eef. 18]. With the excep- 
tion regarding the timing of the document's legality as a 
contract, these documents are analogous to contracting in 
the private sector. A significant subset of purchase orders 
are those that do not have an agreed upon price at the time 
of issuance by the Government. These are referred to as 
unpriced purchase orders and are utilized to commence neces- 
sary work or a project that has an undetermined scope. There 
are fairly stringent rules governing their use and 
application [Ref. 19". 

- - Imprest Fu nd 

The imprest fund is another category of small 
purchase that is designed to overcome the expense of placing 
orders for very small dollar value items. It is essentially 
a method by which users determine a source of supply at a 
fair ard reasonable price, and then obtain a cash advance to 



26 



purchase the material dire 
Ihe inpetus for the inprest 
rizations# includirc the 
cost tc process a small dol 
the purchasing tranci ofte 
item heing purchased. In a 
inefficiency, price ccntro 
expectation that the cost 
abuses. 



ctly from the vendor £Ref. 20]. 

fund is that most purchase crga- 
Government, have found that the 
lar value purcnase action through 
n far exceeds the value of the 
n effort to overcome this chvicus 
Is are somewhat relaxed with the 
savings far exceed any potential 



4 . Eel iver y O rde rs 

Ihe final magor category of small purchase tech- 
nigues is the delivery order. Delivery Orders are net actu- 
ally a method of small purchase, however, they are utilized 
frequently by small purchase personnel. These types of 
purchases may reduce the time required to execute an erder, 
and ccnseguently the cost of small purchase by allowing 
buyers tc place delivery orders against existing contracts. 
Another primary advantage of delivery orders is that they 
allow several purchasing offices to utilize the same 
contract, and thus tale advantage of quantity discounts that 
they might not be able to qualify for individually. These 
orders are placed against contracts commonly referred to as 
indefinite-delivery contracts. There are three types of 
indef inite- delivery contracts; definite-quantity contracts, 
requirements contracts, and indefinite-quantity contracts 
£Ref- 21]. The appropriate choice of these contracts is 
governed by the amount of information known regarding times 
cf delivery, and quantities required at the time the 
contract is awarded. These contracts offer several advan- 
tages to the Government, including minimizing the level of 
Governmert stocks for materials wnere there is a known need, 
permitting direct delivery to users, and allowing a large 
measure of flexibility on the part of the Government as 
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regards delivery scheduling and ordering of suf flies and 
services after reguixements materialize. Ihey alsc permit 
faster ordering of needed supplies and services while miri- 
mizing the Governmerts obligation to the minimum cuantity 
specified in the contract. 



FIBSCNNEl 



Within the Federal Government, small purchase duties are 
assigned to civilian personnel in the GS-1105 and GS-1106 
series. Ihese personnel are the primary personnel perfcrming 
small purchase actions within the DOD, with military 
enlisted personnel ccmprising the other segment. Cn occa- 
sion, contracting personnel in the GS-1102 series are 
assigned these duties, however an assignment of this sort 
would he an anomaly, as their expertise is generally 

utilized only on acquisitions in excess of $25,000. Within 
the GS-1105 series are several classifica tions that divide 
the series into differing levels of knowledge, skill, and 
supervisory respon sit ilitie s. The focus of this paper is 

toward GS-1105 and GS-1106 personnel that have teen cn the 
job for several years and that have completed the tasic 
small purchase course in one form or another. These 

personnel are the " tread and butter " of a small purchase 
organization, as they are the personnel that are tasked with 
the vast majority cf purchasing actions in the small 

purchase spectrum. It is assumed throughout this paper that 
these personnel are familiar with the basics of small 
purchase and only require specialized training in specific 
areas where there is a general lack of knowledge or 

understanding. 

GS-1105 series personnel are termed small purchase 
specialists and are responsible for the vast majority of 
procurements within the scope of small purchase. GS-1106 
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perscrnel or the other hand are procurement assistants or 
procurement clerks, and are not generally directly tasked 
Kith naking procurenent acticcs. The distinction between 
GS-1105 and GS-1106 personnel is less definite in the field 
however, and it is net uncommon for GS-1106 personnel to be 
performing small purchase functions. The crux of a typical 
Fositicn Description (PD) for GS 1105 series personnel is 
oited below: 



Ike duties and responsibilities of GS-1105 
personnel involve methods of aeguiring goods 
and services through an acguisition process 
or method known as simplified purchasing 
procedures. These methods include, but are 
not limited to, the use of mandatory sources 
of supply, blanket purchase agreements, 
imprest funds, oral quotes, and purchase 
orders with open market sources. Except for 
those unique, ohsolete, or specially fabri- 
cated or manufactured items requiring 
in-depth negotiations that may result from 
Bequests for Quotation, goods and services 
purchased are readily identified, described 
ry brand name, generally commercially avail- 
able, nationally or regionally advertised, 
and available from numerous sources, 
Supervisory control may range from close 
supervision of the entry level trainee, to 
crly a general review of actions taken for 
legal conformity hy journeymen. £fief. 22 ] 



F. SDMHiBI 

As evidenced by the brief introduction and examination 
of small purchase discussed above, it is a complex set of 
rules and regulations that govern a very sizeable percentage 
of purchasing by the Federal Government. It is an area that 
requires increased attention in the Procurement community 
and will be receiving ever increasing scrutiny by the 
Congress and the public. Although the duties of small 
purchase personnel are often considered clerical in nature, 
they are in fact quite complex and demanding. The duties and 
responsibilities of small purchase personnel have increased 
dramatically in the past several years, yet the Federal 
procurement system has failed in large measure .-to reflect 
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this increase iii sco^e through a concerted effort to provide 
nec€ssar;j training. 
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III. lEO FESS lCNai DEYE LO PMEM!! 

A. IBIECDDCTION 

Id the process ol gathering data concerning existing and 
fropcsed small purchase training, it became increasingly 
clear to tie researchers that any training program may be 
dramatically impacted by many professional and organiza- 
tional character istics. Interviews with buyers and supervi- 
sory personnel at field activities consistently produced 
comments concerning weaknesses in professional and organiza- 
tional development. It was consistently perceived that 
these weaknesses related directly to training in a number of 
important ways. Further, even across varied activities, a 
surprisingly consistent pattern of concerns emerged. 

Accepting this interrelationship for the moment, the 
following two chapters will identify those professional and 
organizational concerns expressed in interviews, examine 
their impact upon training, and attempt to suggest actions 
that may lessen the adverse effects. The list is net by any 
means all inclusive, and is intended only to suggest areas 
for activity self-exaainati on. Additionally, current legis- 
lative and regulatory efforts in these areas will he high- 
lighted in order to introduce the reader to current 
initiatives at the Federal level. 

E. CDEEENI DIRECTI7E5 

In ar atmosphere of increased Congressional and public 
concern about the integrity of Federal procurement systems, 
it is not surprising that the guality of procurement 
personnel should come under scrutiny. The results of this 
scrutiny have been numerous studies and inguiries resulting 
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and estabiishnent cx fcrnal 



in legisiaticn, 
todies viithin the Federal agencies to implement reform. 

lie most compretensive regulatory attempts to prcmcte 
professional development of Federal procurement personnel 
are ccrtained in "Tie Office of Federal Procurement Policy 
Act" [fief. 23J, Executive Order 12352 , "Federal Procurement 
fieforms" [fief. 24], and "The Office of Federal Procurement 
Folicy Act Amendments of 1S83." [fief. 25] "The Office of 
Federal Jiocurement folicy Act" established the Office of 
Federal Frccurement fclicy (OFF?) . Additionally, the Act 
directs the heads cf each of the Executive agencies to 
develop and maintain a procurement career management program 
hithir their respective agencies to ensure an adeguate 
professional work force- In crder to implement the provi- 
sions cf "The Federal Procurement Policy Act, Executive 
Crder 12352, delineates objectives to be achieved by the 
agencies. Career maragement programs are to cover the full 
range cf personnel management functions. Programs are to 
result in a highly gualified, well managed, professional 
work force- Finally, "The Cffice of Federal Procurement 
Folicy Act Amendments of 1983" is even more specific in its 
direction to officials in the Executive agencies. It 
reguires the establishment of a formal Procurement Career 
Management System to be jointly admin- istered by the agen- 
cies, and further directs the development of formal 
Frocurement Career Frograms tc form the substance cf that 
sys tern. 



C. lEE lASK GBOOP Alii ITS CCNCIOSIONS 

As a direct result of Executive Order 12352, various 
inter-agency task groups were impaneled to address a full 
range cf procurement problems- Under the direction of CFFP, 
Task Group 6 undertook a comprehensive examination of each 
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facet cf the existing procurement work force. In particular, 
the fcllcwirg areas here examined for each of the recognized 
professicnal series related tc procurement £Eef. 26] ; 

1. Ihe status of the series at individual Executive 
agencies . 

2- Mutual and unique protlems in performance, training 
and career progressicr. 

3. Identified areas in need of improvement. 

h. Suggested improvement techniques and programs. 

5. Ihe best methods to develop and manage effective 
career management programs in crder to satisfy the guidance. 



Ihe results of the initial work by the Task force, 
presented in early ISSh, indicated some serious weaknesses 
in existing programs for small purchase personnel [Ref. 27]. 
In fact, the group ccncluded that no effective career devel- 
cpment or training program exists for most 1105/1106 series 
personnel within the agencies. Occupational standards for 
the 1105 series had last been rewritten in 1969, with no 
substantive revisions in the ensuing 15 years. As written, 
these standards failed to recognize the current duties and 
respcnsitilities of the 1105 series, and failed to reflect 
the current complexities of small purchase procurement due 
to reculaticn and law [Ref. 28]. Further, the existing 
standards did not account for the tremendous increase in the 
volume and variety cf tasks assigned to the 1105 buyer due 
to the rise in threshold values from $2,500 to $25,00C for 
all agencies during the period of neglect [Ref. 29], nor did 
they reflect the level of sophistication of some items now 
within the threshold amounts. 

farticularly troublesome to the Task Force were the 
terms and definitions associated with the 1105 series in the 
existing standards [Ref. '30]. Small purchase, as a disci- 
pline, was distinguished primarily by its reliance upon 
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£implifi€d furchasiEg procedures. Iiiis distinctiori appeared 
directly responsible for the widely neld belief that the 
small purchase function was relatively simple and primarily 
clerical in nature. This belief^ in turn, had fostered the 
formaticr of an aura cf second-class citizenship around the 
field of small purchase, without admitting that simplified 
purchasing procedures could cover many complex transactions, 
finally, it was clear to the Task Force that the outdated 
1105 standards were in direct conflict with the recently 
reformed occupational standards for the 1102 series 

[Ref. 313- The 1102 standards had reserved formal 
contracting in all its forms to the 1102 community, while 
the 1105 standards assigned the same functions to 1105s in 
certain instances. Jn fact, as will be discussed later in 
this report, this inconsistency has caused considerable 
confusicr it personnel and task assignment which is still 
being experienced today. 

Task Force 6 found similar problems with the occupa- 
tional standards relating to the 1106 series. Although some 
revisions had been accomplished, there was still consider- 
able overlap of prescribed functions with those of the new 
1102 standards, especially for procurement assistants at the 
GS-6 level and above. Additionally, it was noted that no 
training programs of note had been developed and dedicated 
to the particular needs of the 1106 series [Ref. 32]. 



£- TEf VIEK FROM THE FIELD 

Interview responses from supervisory personnel and small 
purchase buyers at various field activities tend to support 
the conclusions reached by Task Force 6. Most 1105 and 1106 
position descriptions support the notion of small purchase 
as a clerical -function, at least as perceived by those 
involved in small purchase. Those interviewed repeatedly 
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related that pcsiticn descriptions primarily emphasize 
productivity in terms of volume at the expense ox quality 
recognition. It appears that in many activities, 1105 and 
1106 persctnel are cften asked to perform in areas not 
related to their professional standards, much like temperary 
help . 

A second common perception related hy small purchase 
perscrnel is that cf a systemic preference for those 
contract personnel in the 1 102 series. This preference is 
manifest in the form cf greater opportunity for advancement, 
a less demanding fccrk atmosphere, more organizational 
support, and better pay. Frequently cited examples include 
the relatively greater number of higher grades in the 
contract shops as well as the belief that performance evalu- 
ations are generally better. Almost without exception, 
small purchase personnel see no comparable systemic effort 
to recognize small purchase as a professional discipline. 

lie final group of consistent responses relates to the 
atmosphere in the small purchase shop itself. It is not 
uncommon for buyers to characterize their work environment 
as similar to that in an industrial "sweat shop." This 
seems to derive primarily from the work loads coupled with 
the complexity and changeability of task assignments. 
Finally, respondents often mentioned the lack of formal and 
informal recognition for superior performance, and the lack 
cf needed training administered by the commands. 



E. TEE fEACTICAL EFFECTS 

The practical effects of this professional neglect of 
the personnel engaged in the small purchase function are 
likewise readily apparent from the responses of those 
involved. There exists considerable confusion at all levels 
about the nature of 1105/11C6 responsibility, especially 
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intervieiis. Two of these, particularly, hear notirg here. 
First, there appears to be a common reluctance on the part 
cf buyer-level 1105s and 1106s to accept supervisory tespcn- 
sibility. Interview responses indicate that this signifi- 
cant step in career development is avoided as a result of 
the view that such responsibility means little more than 
additional work. Secondly, the researchers were dismayed to 
find that, on the whole, the morale in most small purchase 
shops is dismally lew. Each of the previously presented 
professicnal deficiencies has contributed, to one degree or 
another, to this situation. It is further apparent, from 
the researchers’ interviews cf those in management posi- 
tions, that the true extent of this decline in morale is not 
generally recognized. 

Finally, and perhaps most critically from the standpoint 
cf what the researchers hope to accomplish, the researchers 
observed that many cf the factors discussed may have oper- 
ated to lessen the incentive of the average small purchase 
buyer to learn and improve jcb skills. This element of 
buyer attitude, alcre, appears to nave had a decidedly 
negative impact upon existing efforts to conduct training at 
all activities that were observed. Again, any connection 
that may exist between general deficiencies in professional 
develcpment at the activity level and learning attitude 
appears to have escaped those responsible for training 
design at all levels cf the procurement effort. 

F. TASK GBCDP EZCOflHFUDATICNS 

Cnee Task Force 6 had completed its primary task of 
developing an effective career development program for the 
1102 series, it turned its attention to general recommenda- 
tions concerning the small purchase series. In early March 
cf 1964, the Task Group issued "Task Group 6 Report on Small 
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furchas€ Personnel Career Management," and presented the 
report to the Executive Committee on federal Procurement 
Eeform on March 12th [Ref. 33]. While essentially a 
proposed policy statement, the report did recommend that the 
executive agencies perform the following tasks [Ref- 3^], 
[Ref. 35] : 

1. Eevelop comprehensive plans for employing, promoting 
and training small purchase specialists. 

2. Establish career development plans for small 
purchase specialists to include definitized criteria and a 
certification program. 

3. Establish formal "career bridging" mechanisms that 
enhance 1105 transition to 1102. 

4. Develop an interagenoy program for comprehensive 
training in small purchase techniques. 

5- Revise and rewrite the GS-1105 and GS-1106 classifi- 
cation and qualification standards. 

6. Establish an interagency worK group to define: 
a. Specific weaknesses, 
h. Necessary skills. 

c. Training and experience goals. 

d. Guidelines for demonstrating proficiency. 

Essentially, the Task force report reflects what the 

researchers believe may be appropriate goals for any compre- 
hensive and coordinated career development program fcr small 
purchase personnel. Research conducted for this report 
indicates widespread interest in accomplishment of the 
following specific objectives: 

1. Overcome performance quality and productivity prob- 
lems. 

2. Reduce small purchase related fraud, waste, and 
abuse . 

3. Provide for an orderly and predictable transition 
from 1 105/1 106 series to the 1102 series. 
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4. Iiihance entrj-ievel hiring practices and standards. 

5. Stimulate a sense or professionalism in the small 
purchase ccmmunity. 

€, Provide timely and usahle reference materials to 
small purchase personnel in the field. 

7. Ensure funding f cr small purchase research and 
training. 

8. Clarify areas of professional responsibility and 
expertise. 

S- Specify standards for both formal and on-the-job 
training for all small purchase personnel, 

1C- Conduct an ongoing program of review of small 
purchase methods and procedures. 

11, Eefine predictable career patterns with visible 
perfcimance and experience milestones. 

12. Promote Government-wide consistency in the field of 
small purchase. 

G. ACIICliS DNDEEWAY 

As a result of the policy structure established bj the 
Task force/ some constructive actions are already underway 
in the area of small purchase career development. 
Eepresentatives of the Task force have begun a comprehensive 
survey of the small purchase function. The survey, sched- 
uled to be completed in the fall of 1984, is designed to be 
broad based, systematic, and to solicit views from all 
levels of the Federal procurement community. The results of 
the survey are intended to serve the following purposes 
[Bef, 36* ; 

1. lo define specific career management goals. 

2. To address specific organizational weaknesses. 

3- To identify specific areas of performance weakness, 

4. To identify specific training requirements. 
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Ccncurr €Etly , under the syonsorshi^ and guidance cf the 
federal Acquisition Institute (FAI) # development has hegun 
cn a desk guide, workbook, and instructor's manual to be 
used as a basis for training and as a reference for small 
purchase personnel £ Eef- 37 ]- This package is scheduled for 
completion rear the end of calendar year 1984, and is being 
designed fcr interagency use based upon Government-wide 
procurement concepts. Individual agencies will be encour- 
aged tc supplement tie material in order to highlight unique 
problems and concerns. 

Finally, discussions are currently underway with the 
Office of Personnel Management (0PM) concerning the revision 
cf classification and qualification standards for the 1105 
and 1106 series £Bef. 38]. Similar revisions have been 
completed fcr the 1102 series, and it is expected that clear 
delineation of series responsibilities will scon be 
forthccming. 



H. EI'CCSSION AND AfiAlYSIS 

The impcrtance of a competent small purchase work force 
cannot be overemphasised. Small purchase, as a function, 
has a tremendous impact on operational readiness. The vast 
majority of missi cn-essen tia 1 supplies and services not 
available through Government sources are obtained through 
small purchase. The relative autonomy and low visibility of 
the small purchase buyer signal high potential for fraud, 
waste, and abuse. Small purchase shops have, over the past 
three years, provided in excess of 50% of the entry-level 
personnel in the 11C2 series £Bef. 39]. This percentage 
will undoubtedly rise as the level and quality of training 
increase in the small purchase shops. Because of the large 
number of actions generated in the area of small purchase, 
the potential for administrative cost savings as a result of 



increased tuyer iroficiency is tremendous. Indeed, perform- 
ance improvement maj be more closely related to actual 
dollar savings in small purchase than in any other single 
area cf procurement. 

The efforts of lask Group 6 have placed the federal 
Goverrmert veil on the road toward achieving a number of 
important objectives in the struggle to improve small 
purchase procurement. Chief among these may be; 

1. A realization of the importance of the small 
purchase function and its personnel. 

2. A clear definition and segregation of authority and 
responsibility in the procurement work force. 

3. Establishment of real opportunities for career and 
perscral development at all levels of Government procurement 
in general, and small purchase procurement in particular. 

A renewed sense of professionalism in the small 
purchase ccmmunity. 

5. Ihe institction of adequate programs for ongoing 
training and evaluation of small purchase personnel- 

€« Uniformity and consistency in the performance of 
small purchase procurement throughout the Federal 
Goverrmert. 

While it is extremely encouraging to note the progress 
being made in the area of small purchase career development 
reform, the researchers must note some substantial concerns 
that na^ also need tc be addressed. First, research indi- 
cates that there are those personnel who will be content to 
remain in the 1105 and 1106 series, and do not aspire to 
cross the career "bridge" to the 1102 series. There appears 
to be a lack of organized encouragement and support at all 
levels fcr this career choice. Further, interviews reveal a 
perceived lack of relevant training and professional treat- 
ment fcr these career small purchase personnel. 



lie researchers' final concern is that each of the 
emerging enhancements to career development in small 
purchase he translated into reality at the operational 
level. Work loads often will not, without adjustment, 
permit the required levels of training. Evaluation criteria 
for small purchase personnel, as mentioned earlier, are not 
always consistent with the established career development 
parameters. Additionally, manning levels are generally ret 
adequate to permit concentration on appropriate 
resper sit ili ties. 

I. SCBflABY 

Eelatively recent Congressional and Executive initia- 
tives, then, have tegun tc explore possible weaknesses in 
professional development programs for small purchase 
personnel. Surveys now underway are intended to produce 
data that may be utilized to establish formal career 
patterns and training programs. General goals and policy 
objectives have teen specified, and some preliminary actions 
have teen undertaken. 

lie researchers' interviews reveal a current ccrcern on 
the part of small purchase professionals regarding the 
quality of professional development. A number of specific 
areas have teen addressed in this chapter. Responses indi- 
cate a perceived connection between weaknesses in profes- 
sional development ard the effectiveness of any proposed 
small purchase training program. 

Ic this end, it nest be noted that weaknesses in profes- 
sional development may be only one of two classes of impedi- 
ments tc the i mplemertation of effective training for small 
purchase personnel. The second class appears to consist of 
perceived deficiencies in the organizational structures and 
practices of individual commands. The next chapter will 
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IV. 0RG3MIZA110 NAL SIEOC TOB E AND PRA CTI CES 



A. IHTECDDCTION 

Jest as weaknesses in snail purchase career develcpment 
nay te negatively influencing attitudes toward training and 
professional improvenent , perceived deficiencies in organi- 
2 aticnal structure at the activity level may be hawing the 
same kind cf impact. This structure defines the working 
atmosphere within which any training program would be 
conducted, and are cf great concern to buyers and supervi- 
sory personnel alike. It is recognized that each activity 
struggles with its cwn unigue set of problems and solution 
constraints. Recent Contract Management Reviews and inter- 
view responses indicate, however, that certain clearly 
defined areas emerge time after time. 

Reported performance and training deficiencies in these 
areas appear to result from the relative position cf the 
small purchase function within the contracting organization, 
and frea the administration of the small purchase unit 
itself. Issues encountered range from technical competency 
to mere sub;;ective cersiderations, such as attitude. It is 
the researchers' opinion that most of these organizational 
weaknesses may be addressed with little disruption cf work 
flow. Ecme, however, appear to reguire a reevaluaticn of 
organizaticnal policy at various levels and a redefinition 
cf the small purchase function. 

In this Chapter, the researchers will examine each of 
these areas in turn. The presentation will focus on the 
potential impact upon small purchase personnel and training, 
finally, for each area, the researchers will identify 
possible solutions. 
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SEEAEAHON OE PfiCiESSIONAL SERIES 



Id th€ previous Chapter, the hlurring of proper distinc- 
tions tetveen procurement series was related to outdated 
olassif ication standards and inaccurate position descrip- 
tions £Ref- 40]- The results of this apparent confusion are 
most clearly seen at the activity level. In the contracting 
activities that the researchers visited or otherwise inter- 
viewed, two manifestations were common. First, as indi- 
cated, snail purchase personnel in the 1105 and 1106 series 
were often performing tasks normally the responsibility of 
1102 personnel. This was especially true in smaller activi- 
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current efforts at the Federal level as previously described 
£Sef. 41], £Ref. 42]. Individual position descriptions most 
he rewritten in accordance with the recently revised 1102 
gualif ication standards and the pending revisions for 11C5s 
and 11C6s. Specific attention must be paid by managers and 
supervisors to assigning re sponsibili ties in line with these 
revised position descriptions. Finally, critical evaluation 
elements mist be reviewed to ensure that they relate to 
appropriate task assignments. 
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elsewhere, particularly by orcanizatiors with more special- 
ized responsibilities. It is not clear in many instances, 
however, whether these schemes have been utilized as a 
result cf proven ef i ectiveness, or whether they have been 
perpetuated from one local administration to another through 
time. In other instances, this organizational facet is 
being constantly chanced on the basis of changing adninis- 
traticn preferences. 

Euyers perceive some decidedly negative effects 
resulting from this inconsistent application. Ihey have 
expressed a sense of confusion when familiar systems are 
constantly changed. Organization by level of action diffi- 
culty appears, both from interviews and observation, to 
present a number of potential problems. First, it may 
effectively deny growth opportunities to less experienced 
buyers. Also, it may render proper rotation of solicita- 
tions and blanket purchase order (BPA) calls much more 
difficult, as commodities overlap witnout an effective 
system cf communica ticn or cross-check available in most 
activities. Some systems appear to make it extremely diffi- 
cult tc rotate buyers to broaden experience. The buyer's 
ability to become familiar with vendors and products may be 
hindered by some of the existing forms. 

Seme basic solutions readily suggest themselves under 
these circumstances. Each cf these solutions, however, must 
be flexibly viewed in order to account for unigue manning 
and customer service regui rements. First, each activity 
should reexamine its buyer assignment policy, to include the 
following considerations: 

1. Effective utilization of existing expertise. 

2. Effective training through assignment rotation. 

2. Personnel development through exposure to assign- 
ments of varying levels of difficulty. 
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with 



. Maximuii oxjortunity for buyer familiarity 
sources and products. 

Buyers interviewed indicated the highest degree of 
satisfaction with organization by commodity. Such a classi- 
fication scheme does appear to realize all relevant consid- 
eraticns. It is likely that increased use of data 
processing equipment would ease the acute problems of ccmmu- 
nicaticns between buyers, and render many of the other 
methods more effective. 
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Z. CUBEIMT LEGISLATJCM, EEGUIATION, AND INSTBUCTION 

Another significant buyer complaint concerns the diffi- 
culty experienced in keeping abreast of emerging legisla- 
tion, regulation, and instruction pertaining to small 
purchase. It is reported that copies of this kind of 
material are often not available to the individual buyers. 
Ehen material is available, it appears that it is often 
difficult to understand and seldom interpreted and summa- 
rized for the convenience of user personnel. Buyers 
complain that the relevance of available material to 
specific buyer tasks is not always made understandable. 

The researchers contend that this situation may repre- 
sent a critical weakness in the structure of organizational 
support for most small purchase personnel. The researchers 
suggest that NAVSUP take the lead in developing a program to 
gather, prepare, and distribute regular summaries of the 
latest legislation and regulation applicable to small 
purchase. Supervisors at individual activities should 
ensure, as a matter of regular review, that each buyer main- 
tains a file of relevant legislation and other pertinent 
guidance. Also, managers and supervisors should be tasked 
to conduct local training on a regular basis to encourage 
familiarity with the practical reguirements applicable to 
buyers . 
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CEGiKIZATIONAL GCALS ANE PEIOEITIES 



As ic ary healthy or gan izaticn, the goals and objectives 
cf prcctrement activities are constantly being reevaluated 
and refined in order tc accomplish the stated mission. This 
has been especially true in recent years as a result of 
increased public and political attention. Unfortunately, 
the research indicates that the operative goals and priori- 
ties cf individual activities are often not clearly articu- 
lated and communicated to small purchase personnel. Ihe 
following kinds cf ccrcerns have been the focus of organiza- 
tional emphasis at nearly every activity at one time or 
another ; 

1. fxccurement Administrative Lead lime (PALI), or seme 
other measure of transaction processing speed. 

2. Competition percentages. 

3. lotal document numbers processed. 

4. Achievement cf soci c-economic goals. 

Mary times these shifts are ordained by higher authority 
in response to pressures at higher levels. Often, however, 
they appear to represent changing concerns at the activity 
level. In any case, buyers frequently report that the 
communication of current areas of emphasis to the buyer 
level is not generally timely, and is not always reinforced 
through local instruction and training. Further, they 

complain that goals ard priorities are not always reflected 
in the evaluation systems applied to the individual buyers. 

Clear and immediate communication of changing goals and 
priorities should be a key element of policy at every 
procurement activity. Each should develop a written policy 
statement concerning the particular goals and objectives of 
the small purchase function, and see that this statement is 
clearly and regulaily communicated to all personnel. 

Performance evaluations of small purchase personnel should 



4 9 



te clearly and directly related to achievement or these 
goals ar.d objectives. Every attempt should be made to 
achieve stability in this goal structure. It would seem 
desireable, though net always practical, to limit changes to 
those accompanying mission revisions only. At least, each 
activity should attempt to avoid those alterations driven by 
transitory needs or temporary concerns. 

G. fllFCEiiANCE &BPR11SAL SISIEMS 

Ihe perceived inadequacy of current performance 
appraisal systems fer small purchase personnel is a defi- 
ciency apparently recognized by authorities at all levels. 
Current systems do net, these interviewed contend, clearly 
reflect tie perfcrmarce or abilities of buyers or supervi- 
sors. In fact, a review of current literature indicates 
that attention has been directed primarily toward methods of 
efficiency measurement rather than consideration of relating 
those measurements tc formal evaluation criteria. 

Each buyer interviewed indicated a belief that evalua- 
tion vas heavily based upon the volume of actions processed. 
Each felt that such systems did not adequately reflect vari- 
ations in t ash nature and complexity. The result, buyers 
seem to feel, is an incomplete picture of the quality and 
expertise cf personnel (both in a positive and negative 
sense). Inadequacy cf performance appraisal appears tc te a 
major contributor tc the "sweatshop” perception mentioned 
earlier. 

It is the researchers’ opinion that expert management 
assistance at the highest levels rs required to solve this 
problem. Specif ically , the researchers believe that a 

"two-pronged" evaluation standard must be developed to apply 
to all small purchase personnel. The first element in such 
a standard would consist cf a rating of the overall task 
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The researchers 



suggest that NAVSUP attempt to take a leading role in the 
develcpaent of a basic performance appraisal system for 
field level activities. Such a system should be flexible/ 
within specific paraneters, to meet the unigue needs of 
those activities. 



BICCGNIUON 



Ihe human need fcr recognition and positive reinforce- 
ment is a fundamental concept in the behavioral sciences. 
According to many small purchase personnel to whom the 
researchers spoke, however, this concept is not always 
incorporated into practice. Rcutine recognition of superior 
performance is often irregular or non-existent. In fact, 
many buyers and supervisors consider this a particularly 
sore point. Often, existing recognition attempts are 
perceived tc be insincere or politically motivated. 

In this area, suggestions from the buyers themselves 
ranged from cash awards and promotions to media recognition. 
Ihe researchers contend that specific forms of recognition 
are not the critical issue. Realizing that there are clear 
limits cn the options available in this area, the 

researchers suggest that each activity develop a formal 
recognition program and use it. Recognition criteria should 
he clearly communicated to all small purchase personnel. 
Additionally, the researchers suggest that NAVSUP sponsor a 
regular program of field recognition in the area cf small 
purchase . 
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I. 



CIZEICAl SDPfOBT 



Zvec with the blessings of simplified purchasing proce- 
dures, snail purchase buyers generate a tremendous vcluire of 
paper wcrk. Given the time sensitive nature of most 
actions, it would seen imperative that small purchase buyers 
receive adeguate clerical suppcrt. Buyers and supervisors 
report that this is net the case in many activities, espe- 
cially those with large procurement organizations. 

Mest organizational plans that the researchers observed 
provide a single typing pod for the contracting and small 
purchase functions. In general, these pools appear to 
contain an insufficient number of typists to meet all needs. 
Where wcrk order is determined by the typists themselves, it 
is perceived by buyers that contracting paper work eften 
takes precedence over that of small purchase. Buyers 
believe that this is because contracting jobs are more 
interesting, involve more money, receive more management 
attention, and are less tedious. 

The problem of clerical support would not merit mention 
except that it appears to impact so dramatically upon 
observed buyer performance. Belays in purchase action can, 
in many cases, be traced directly to delays in the clerical 
function. These delays have run as long as 10 days, with 
clerical backlogs of as many as 800 documents reported 
£Bef, 44]. Such clerical limitations directly increase PALI 
and negatively influence other performance measures. Buyers 
suggest that they are not easily convinced cf the desire- 
ability cf additional training when they are not getting 
this simple form of ciganiz aticnal support for the wcrk that 
they are currently doing. 

Where possible, activities should establish separate 
typing peels for small purchase. Such an organizational 
distinction may encourage closer contact between typists and 
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tuyers, and aid in the early resolution of problems. Small 
purchase supervisors would also find it easier tc review 
work and screen priorities in the pool. Clerical personnel 
also benefit by increased opportunity to become familiar 
with the unique needs of small purchase. Alternatives would 
be to dedicate specific personnel in common pools tc small 
purchase, or tc establish seme form of work scheduling 
system that does net discriminate against any fucctional 
area cf piccurement. 

J. SDIE5VIS0RY SUPPCBT 

Ihe volume and variety of small purchase tasks, together 
with the the range of personnel capabilities, appear tc make 
effective supervision essential to the mission cf small 
purchase. It should be noted that the researchers did, in 
the course of ebservations and interviews, encounter a 
number cf competent supervisors. The research reveals, 
however, a number cf essential management functions that 
many small purchase supervisors do not seem to perform, or 
perform cnly to a limited degree. 

Although the ultimate r esponsibility for the disposition 
of individual actions rests with the buyer, interviews indi- 
cate that there are a number of screening actions that 
should be performed by the supervisor to ensure the most 
effective utilization of time and talent. Incoming purchase 
requests should be screened for assignment to the appro- 
priate buyer. Priorities should be screened to assist 
buyers it ordering their work and to prevent abuse of the 
priority system. Where buyers need assistance, purchase 
descriptions should be screened to determine adequacy. 
Where activities provide walk-through small purchase 
service, walk-throughs must be screened to prevent pressure 
on buyers engaged in more urgent work. Screening, as a 
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generic activity, ay^ears to te essential to supervisors as 
a means cf keeping track of the flow of effort in the shop. 

Supervisors, in any organization, provide the essential 
link ketween upper levels cf management and those actually 
performing the task. The researchers observe that it is no 
less true in the small purchase environment. Buyers desire 
that supervisors take an active role in recognizing the 
achievements of individual buyers, and soliciting organiza- 
tional recognition. They should take the lead in supporting 
the efforts of small purchase personnel, both within and 
without the activity. A competent supervisor should be 
easily accessible in order to provide technical or other 
assistance. Supervisors should be able to identify indi- 
vidual areas of need, and should be a vital part cf small 
purchase training. 

At least two other organizational weaknesses that the 
researchers have observed appear to relate to the guality cf 
supervision. First, buyers relate that supervisors often 
fail to ensure that personnel have relevant publications, 
regulations, and instructions. Further, it is reported that 
buyers often are not trained in their meaning and applica- 
tion. Second, the researchers observe that more substantial 
attempts tc minimize the recurring aspects of tasks and 
redurdant reguirements for information could begin at the 
supervisory level.- These attempts may consist of designs 
for local forms that assist buyers in the performance of 
routine jobs- 

Ihere are no easy answers to the guestion of supervisor 
competence. The researchers suggest only that an expanded 
view cf the nature of supervisory responsibility, including 
elements herein noted, be adopted at all levels. Selection 
and evaluation of supervisory personnel should then be 
grounded in this expanded view. Training, both in general 
management skills and in all aspects of small purchase, nay 
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also te valuable. Attention to the specific subject areas 
in the next Chapter would familiarize supervisors with 
training deficiencies currently found in the field. To 
complete the circle, formal channels for buyer feedback to 
supervisors should be established and their use encouraged. 
Such mechanisms should permit evaluation of supervisory 
effectiveness in a constructive, non-personal manner. 

K. CCbilDllICATIOHS 

Effective communication may be the lifeblood of the 
small purchase organization. A free flow of inf ormaticn, 
both inside and outside the activity, appears necessary in 
order to accurately determine and satisfy customer needs. 
This informational flow may also be critical to the process 
cf self-evaluation and performance improvement. Many small 
purchase or can izations, however, appear to be seriously 
hampered by weak internal and external communications 
systems and practices. 

Internally, feedback from supervisory personnel to indi- 
vidual buyers is often reported to be irregular and non- 
constructive in nature. In several instances that the 
researchers observed, the relationship seemed almost adver- 
sative in nature. Ir many others, communication often took 
the form of criticism of varying strengths. Buyers complain 
that CME discrepancies and other review findings are not 
translated into specific goals and areas of concern that 
buyers can understand. Memoranda and instructions are often 
promulgated in language that is difficult to understand by 
those expected to be bound by their content. There is often 
little sharing of good ideas and innovative techniques 
within small purchase shops. 

Externally, the researchers observe that buyers gener- 
ally have little, if any, personal contact with those people 
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above and below them in the small purchase pipeline. They 
often do not know vendors and their products first hand, nor 
have they ever met face to face with representatives of key 
customers. The researchers observed at least one example of 
total dependence upon an unreliable medium of communication 
by a large small purchase operation £Ref. 45]. In this 
instance, the small purchase function virtually came tc a 
standstill for a substantial period as a result of disabled 
telex facilities. 

Buyers appear to feel that a crucial aspect of ccmmuni- 
caticns, from the standpoint cf small purchase training, is 
supervisory awareness of individual buyer capabilities and 
weaknesses- This may determine the supervisor’s assessment 
cf the level of instructional comprehension and need, and 
conseguertly influences the design and presentation of 
training material. Supervisors may also take the lead in 
encouraging the submission cf useful ideas and innovations, 
and assist in making these available throughout the 
organization. 

Several solutions appropriate to these situations have 
been suggested previously in relation to other problems. 
These include the development and encouraged use of formal 
feedback mechanisms. These mechanisms should permit regular 
and constructive interaction of buyers and supervisors, and 
should be monitored by the activity for effectiveness. 
Activities should develop specific and easily understood 
action plans, including individual buyer goals, as a result 
cf any review or inspection cf the small purchase function. 
Such reviews are supposed to stimulate improvement on the 
part cf the organization, and this can only be acccmplished 
if buyers understand the results and expected individual 
imprc vemen ts. 

Seme very creative and effective efforts have been made 
by various activities to break down the barriers isolating 
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tuyers ficm both customers ard vendors. Two of the most 
universally useful, the researchers feel, are "vendor days" 
and neetings between buyers and principal customers 
£Ref. 46*. In the former, available vendors are scheduled 
to make personal visits to the activity, bringing samples of 
their primary products. Buyers get a chance to see the 
faces and handle the products that they deal with on a day- 
to-day basis, apparently resulting in increased confidence 
and buyer satisf acticn. Activity sponsored meetings between 
buyers and thier principal contacts at major customer activ- 
ities seems to go a long way toward eliminating future 
confusion, misunderstanding, and ill feeling. Both cf these 
practices, in addition, appear to foster the "team" attitude 
so necessary in any service organization. 
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7, Iraicing materials are often outdated, and are 
difficult tc comfreherd and use. 

8. No attempt is made to relate small purchase tc the 
overall government procurement effort. Buyers do not know 
why they must do the things they are trained to do. 

At this time, most small purchase training in the LCD is 
tased upon a segment of the entry-level procurement ccurse 
developed and taught hy the Army at Ft. Lee, Virginia 
[Ref. 473- As taught, small purchase peculiar material 
constitutes a four-hour segment of the course. Most locally 
developed training programs are derivatives of the four-cay 
correspondence versicr also developed at Ft. Lee. As nearly 
as the researchers could determine, nearly 20?? of the 
perscrnel currently working in Navy small purchase shops 
have ret had this training [Ref- 48]. At this time, there 
is nc program for supplementation of this basic package 
[Ref- 49]- Follcw-on training, where it occurs, consists of 
reapplying this same entry-level material. Prevailing 
cpinicr indicates that this material is not in a format 
useahle on a day-to-day basis by buyers in the field. This 
is further corroborated by the profusion of local deriva- 
tives, each attempting to render the training more timely 
and relevant. Even where attempted, the researchers found 
that training was irregular and incomplete. 

Potential solutions to this urgent problem are the major 
thrust of this work. It is the researchers ' opinion that 
significant progress may be made by better utilization of 
existing sources of training coupled with the immediate 
development of a fellow on or refresher ccurse designed 
specifically to address existing problems. First, it is 
essential that activities ensure that all small purchase 
personnel attend some approved form of the basic course. A 
formal refresher program should be administered hy each 
activity on a regular basis. Such a program should, at a 
minimum, consist of the following: 
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1. i specific list of topics relevant to the efforts of 
the itcividual activity, developed jointly by buyers and 
managers. 

2. Modularized training material specifically designed 
for snail purchase refresher training, 

3. Supplemental material designed by the administering 
activity, 

. Specialized training for small purchase supervisory 
personnel, emphasizing their unigue responsibilities, 

5. Dedicated training time according to a previously 
publicized schedule. 

€, A formal feedback program to assess training effec- 
tiveness 

7, Formal recognition and documentation of completed 
training . 

M. SDMMAEI 

Ihe apparent organizational weaknesses just discussed 
represent real and present concerns of small purchase 
personnel. These concerns were revealed not in response to 
questions regarding organizational structure, but rather in 
response tc reguests to identify factors that influence 
small purchase training. Because of this perceived link, 
these concerns have teen examined here in the barest terms. 
The researchers feel that serious consideration must be 
given tc these specific areas, as well as those that sincere 
self-examination may provide- Such consideration is deemed 
a prerequisite to successful training of any kind. This 
consideration must he given, as indicated, both at the 
systems command and activity levels. 

In the process of addressing the apparent deficiencies in 
both professional development and organizational structure, 
many existing performance discrepancies should likewise be 
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. Other recurring discrepancies, the reseachers 
largely reflect weaknesses in current training 
Ihe next Chapter will identify and discuss these 



V. QVJfiVIIi OF PBCPCSED TRAINING AREAS 
A. IBIECEOCTION 

Id th€ previous chapters, the professional and organiza- 
tional environments associated with small purchase have been 
examined in some detail. Attention will now be turned to 
specific training deficiencies uncovered by research, and 
the nature and ccntent of suggested training materials. The 
purpose in this effort is to identify recurring training 
needs new feund in Navy small purchase organizations, ard to 
estatlish the outline for a baseline training pregram to 
meet those needs. In subseguent chapters, the researchers 
will discuss suggested training format and methodology, as 
well as tie estimated costs of training implementaticn. 

In this chapter, the presentation will focus cn a 
strictly limited number of areas which exhibit, according to 
research data, the greatest frequency cf occurrence, 
further, these specific areas were most often identified in 
buyer interviews as critical to efficient and effective 
small purchase performance. Ihe researchers will attempt to 
deal with individual topics in a conceptual way, emphasizing 
the need for individual activities to tailor or modify the 
material to meet unigue needs. As stated in intrcductcry 
remarks, the existence of a level of knowledge consistent 
with basic entry-level training will be assumed. finally, 
every attempt will be made to encourage a sense of profes- 
sionalism in those who conduct and receive small purchase 
training . 

Ihe presentation in this chapter will not attempt to 
address every procedural discrepancy or training deficiency 
encountered in the literature or research. No attempt is 
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fiade to dead with aa^ subject ir aixiute detail. No claim is 
made cr implied that the perceived deficiencies herein exam- 
ined are tc be found in every activity examined- 



£. £C0£CIS OF IHFOEeillCN 
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ield Management personnel at NAVSUP, 
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referenced activities. These personnel are responsible fcr, 
among ether things, the administration of the CME pregram at 
their respective levels. Additionally, small purchase 
supervisors and personnel at selected individual activities 
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1- Office of The Secretary of Defense (OSD) . 

Defense logistics Agency ^DLA). 

General Services Administration (GSA) . 
federal Acquisition Institute (FAI) . 

Army Logistics Management Center (ALMC). 

C. S- Air force (USAF). 
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West currently applicacle literature pertaining tc the 
iield ox siall purchase was also utilized hy the researchers 
during the course of investigation. P.elevant literature 
ranged frcir the FAB to local training programs grounded in 
the Defense Basic Saall Purchase Course. Various prefes- 
sional articles and interGcvernmental bulletins and memo- 
randa were incorporated as cited. 



C, EICUEBING CMB DIECBEPANCIES 



Eased upon a cempreh ensive review of available CUB 
reports and discrepancy listings, the researchers have found 
that the following specific discrepancies are rest 
frequently indicated: 

1. Inadequate EfA documentation. 

2. iBfroper splitting of requirements. 

3. Purchase of public works type services. 

4. Open purchase of material available in the supply 
system or on Federal Fupply Schedules {FSS). 

5. Cnauthorized commitments (purchase order issued 
after the work has been performed). 

6. Absence of purchase reguest from purchase files. 

"7. lack of subsequent certification of fair and 
reasonable prices on unpriced purchase orders. 

6. Awards to nen-resp ensive bidders. 

S. Improper preparation of CD Form 350. 

10, Inadequate justification of fair and reasonable 
price. 

11. Inadequate justification of sole source prccure- 
aents . 



1i. Inadequate 
solicitations. 

13. Inadequate 
small business where 



documentation of written bids and oral 

justification of awards to other than 
required. 
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1^. Failure tc rejularl^ review BPAs ard caccel hhere 
fcarraoted. 

15. NoD-currert clauses and provisions in EfAs and 
Purchase Ciders, 

16. Inadequate specif ications or purchase descriptions. 

M, Purchase of proscribed items. 

IS. Back-dating cf delivery orders. 

IS. Purchase of construction materials and services. 

2C- Excessive delays in document preparation. 

21. Improper ncdificaticn of small purchase purchase 
orders . 

22. Failure to execute BPAs where justified by repeti- 
tive orders. 

22. Improper documentation of imprest fund trans- 
acticrs. 

2^. failure tc consolidate orders where more eccncm- 
ical . 

25. Citation cf incorrect paying office on various 
forms . 

26. Inadequate documentation of information contained 
cn DC Fcrm 1155. 

27. Citation of inaccurate or improper accounting data. 

2S. Improper procurement of personal services. 

2S. Improper procurement of ADP equipment. 

3C. Failure to solicit adequate competition. 

While the list ci individual discrepancies may at first 
glance seem formidable, discussions with small purchase 
huyers and supervisors indicate a commonly held belief that 
these discr epancies result from degraded performance in a 
smaller number of basic areas. It is in these basic areas 
that those interviewed have indicated the greatest desire 
for further training. It does appear to the researchers 
that icllcw-on cr refresher training directed toward the 
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foilcviins subject aicas wculd eliminate the majority of 
commcE CfiE discrepancies: 

1. Se^uiremeuts Determination. 

2, furchasing fethods. 

3- EPA Use and Administration. 

4. Purchase Order Use. 

5. CocumentaticE. 

£. Deter minati cn of Fair and E.eascnatle Price. 

7. Cc mpe ti tion . 

£. Small Business Set Asides and Other Programs. 

S. Accounting lata and Appropriations. 

1C. Imprest Fund. 

11. ADP Procurement 

12, Prioritization of Procurements. 

Ihe remainder of this chapter will be devoted tc an 
examination of these tasic subject areas. The presentations 
will begin with a discussion of the specific problems rcted 
in each area by small purchase personnel. An analysis of 
the primary causes ard contributing factors noted in the 
interviews will follcw. Each section will conclude with a 
summary cf solutions suggested bj the researchers, ir ccnso- 
nance with the views of small purchase buyers and 
super viscrs . 



D, SPECIFIC ABEAS OF TBAINING SHOHTFALLS 
• Eequirements Eeterminaticn 
a. Problems 

While specif ica tion of reguirements is normally 
the responsibility cf the customer organization, small 
purchase buyers must actually translate the reguirement 
statement into a call or purchase action. In order tc make 
the translation successful in terms of performance and cost. 



66 



the siall purchase hujer must he able to accurately evaluate 
the adequacy of the re guire meets description. In practice, 
however, CMR discrepancy reports indicate that buyers often 
accept reguisitions cr other purchase reguests that are 
deficient in one or mere of the following areas; 

(1) Inadeguate item description. 

(2) Chargeable funds citation. 

(3) Certification of availability of funds, 

(4) Delivery address and instructions, 

(5) Certification of screening against manda- 
tory sources of supply. 

(6) Proper priority assignment. 

(7) Indication of proper authorization. 

In addition to errors in handling these rela- 
tively common purchase reguest deficiencies, interviews 
indicate that buyers experience difficulty dealing with the 
following situations as well: 

(1) Purchase reguests which do not accurately 
describe the reguired item (s) . 

(2) Reguests for items which are extravagant or 
not mission essential. 

(3) Item descriptions that are so narrowly 
drawn as to preclude meaningful competition, 

(4) Reguests for unauthorized items. 

(5) Recuests that do not contain adequate 
jus tif ication for sole source procurement. 



t. Causes and Contributing Factors 



As has teen proposed by the researchers in an 
earlier chapter, effective and efficient communication is 
the lifeblood of any frocurement operation. This appears to 
be particularly true in the field of small purchase, where 
there exists a broad spectrum of customer needs, customer 
expertise, buyer competence, and urgency of need. Research 



67 



data and oiservatioii indicate, however, that poor ccnnEurica- 
tion practices commcrly result in the probleas described 
above. More basically, poor communication denies the small 
purchase buyer familiarity with the basic missions and func- 
tions of customer organizations, and with the characteris- 
tics of goods and services utilized by the customer. 
Customer ignorance cf small purchase requirements and 
constraints also results. 

A major contributory element, according to 
buyers, is inadequacy cf supervisory and management support. 
Specifically, superiiisors could be more active in estab- 
lishing and maintaining screening systems at the supervisor 
level. Additionally, their is a perceived lack of upper- 
level support for such aggressive buyer actions as: 

(1) Heturning requisitions or purchase requests 
for clarification or completion when necessary. 

(2) Challenging sole source requests. 

(3) Denying piccurement of unauthorized or 
extravagant items. 

The remaining major factors have previously been 
mentioned in relation to weaknesses in a number of areas, 
first, buyers themselves admit, that continued emphasis on 
performance rates and other volume measures encourages 
cursory examination cf many purchase requests in the inter- 
ests cf time. finally, buyers also indicate a frustration 
with the lack of the organizational resources necessary to 
independently verify data included on requests. 



0 . 


Summary 


of Solutions 






The 


re 


searchers recommend 


that refresher 


training cc 


nsis t 


of 


a detailed review of 


the information 


required in 


any 


a de 


guate purchase request 


or requisition. 



coupled with a discussion of the purposes served by that 
infcrmaticn at each rung of the procurement ladder. Buyers 



68 



should h€ made aware, through example, of the specific prch- 
lems that result wher irformatior is incomplete or inaccu- 
rate. Activities should, a number of buyers have suggested, 
produce detailed samjles of suitable reguest documents most 
ccmmcrly encountered by the buyers at the particular 
activity. These samples should include guidance concerning 
sole source justification, accounting data, mandatory scurce 
screening, pricrities, and evidence of authorization. 
Euyers, in the course of interviews, have also expressed a 
desire tc possess a comprehensive listing of unauthorized 
items and items commcrly re guested which are usually consid- 
ered beyond mission need. "Don't buy" lists are currently 
scattered throughout various procurement publications, and 
appear tc be difficult to locate and use. Finally, the 
researchers recommend the development of a local form to 
summarize and record actions taken in processing purchase 
requests . 

Several important actions may be taken by supervisors and 
managers to assist the buyer in requirements determination. 
First, as has been mentioned, activities may arrange buyer 
meetings with major vendors and customers. Research indi- 
cates that such contact initiates further effective communi- 
cation between buyer and vendor and buyer and customer. 
Activities should also, the researchers believe, do more to 
establish formal screening mechanisms at the supervisor 
level to assist buyers with item descriptions, priorities, 
sole source requests, and questionable items. 

2 • Cpt imu m Purchase Me t hods 
a. Problems 

The primary methcds of small purchase, as 
earlier described, are the purchase order, the BPA, and the 
imprest fund. The researchers have found that, overall. 
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(8) Original EPAs do not include all reguired 
clauses, cr those clauses are incomplete. Many essertial 
legal and policy xeguire ments are expressed in these 
clauses, and they serve to protect both the vendor anc the 
Governnent. Under the FAR, many aspects of these clauses 
are chanced. 

(9) fuyers fail to synopsize BPAs cr indi- 
vidual calls when reguired. The existence of a BPA does not 
eliminate the requirement to synopsize. The apflicahle 
regulation is included in the FAR fRef. 55]. 

t. Causes and Contributing Factors 



The research indicates several apparent causes 
for these deficiencies. First, small purchase personnel 
appear tc he inadequately trained regarding the full range 
cf administrative responsibilities associated with EPAs. 
Failure to treat the FPA as a dynamic instrument results in 
a failure tc review and document actions associated with the 
EPA cnce it is established. This narrow focus further mani- 
fests itself in a common failure to understand the interre- 
lationship between the EPA and important policy 
considerations, such as competition. Compounding this situ- 
ation is a related failure by most buyers to become familiar 
with changing legal, administrative, and policy requirements 
as they relate to BPAs. 

The research further indicates, however, that 
the buyers are net solely responsible for EPA discrepancies. 
Individual activities must, it appears from research, assume 
the responsibility for a common failure to establish formal 
EPA review procedures and review schedules. The research- 
ers' ebservations indicate that few activities rigorously 
encourage EPA review tc determine adequacy, currency, and 
necessity. Likewise, few activities have given guidance to 
buyers regarding acceptable methods of EPA call rotation. 
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Finally, it appears that the atmosphere and work 
load in rest small purchase shops contribute directly tc the 
frequent inattention given BFA administration. Interviews 
indicate that many buyers dc net appear to give 3rA-related 
natters the attention that they deserve. In the press to 
meet efficiency regeirements, call reguirements are not 
always adequately screened, records are not reviewed for 
repetitive buys, and inactive EPAs are not scrutinized. 

c. Summary cf Solutions 

The researchers believe that any attempt to 
conduct training in the area cf BPAs should begin with an 
effort tc define the role of the BPA in the procurement 
process. It should be clearly related that the purpose of 
the EEA is to realize the economies of time and effort asso- 
ciated with consolidation cf repetitive orders tc one 
vender. The BPA may, nevertheless, result in binding 
contracts, and must receive the full professional attention 
of the snail purchase buyer. To this end, training should 
include a detailed review of the reguirements for establish- 
ment, review, maintenance, and disestablishment of BPAs. 

Proper documentation is a crucial element cf the 
success cf any procurement action. This is especially true 
for EPAs, despite their seemingly routine nature. The 
specific documentation reguirements for BPAs are contained 
in the FAP, and should be presented along with discussion cf 
the purposes served by each requirement. This presentation 
may be dene either in conjunction with BPA training or, as 
the researchers suggest, as part of a training module dedi- 
cated tc the elements of proper documentation for any 
procurement action. 

As mentioned, the areas of rotation and mainte- 
nance of sufficient numbers cf BPAs are consistent sources 
cf cr.E discrepancies. A comprehensive training course, the 
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and ti€ vendor tefoie the purchase order is prepared, and 
viritter acceptance is therefore not ncrmallj reguested by 
the GcveiniDent £Eef- 56]. 

Purchase crders are the most technically diffi- 
cult small purchase documents tc prepare, as each time cne 
is issued and accepted it becomes a legally binding 
contract. Ihe use cf purchase orders is net conceptually 
different from contracting in the private sector or from 
contracting in the Government above the small purchase 
threshold. As these purchases sometimes take a relatively 
long time tc be completed, there is increased oppertunity 
for modifications or terminations as a result of changing 
requirements or capabilities. Each time a purchase order is 
modified or terminated, it becomes a new contract with all 
cf the attendant legal considerations. As purchase crders 
are the most cemplex of the various purchasing vehicles 
available tc small purchase personnel, it is not surprising 
that their use results in a large portion of small purchase 
discrepancies. The following discrepancies are most ccmmorly 
cited by CMEs. 

(1) Improper preparation of purchase order docu- 
ments . 

(2) Inadequate documentation of bids, oral 
solicitations, sole source justifications, and fair and 
reascnable prices. 

(3) Use cf purchase orders to perform unauthor- 
ized ratification cf unauthorized commitments. 

(4) Non-current clauses and provisions. 

(5) Citing incorrect paying offices and ether 
financial editing errors. 

(6) Procurement of unauthorized supplies or 

services . 

(7) Improper administration of unpriced purchase 

crders. 
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The above discrepancies alsc apply in general to 
delivery orders, however an additional recurring discrepancy 
regarding delivery crders is that they sometimes cite 
expired cr incorrect contracts, 

1. Causes and Contributing Factors 

The primary cause cf discrepancies in the use of 
the purchase and delivery crders is tnat they are the most 
complex and time consuming purchasing vehicles available to 
small purchase personnel. As such, there are a plethora of 
administrative and legal rules governing their preparation 
and use. Purchase orders/delivery orders may be modified or 
terminated, hence additional effort and expertise is 
reguired in order to execute these functions properly, 
Purchase orders may also he issued as unpriced purchase 
orders, and there are a host cf administrative reguirements 
that govern the use cf unpriced purchase orders. Before the 
advent cf the FAB, and to some extent after the introduction 
cf the FAB as well, guidance has not been succinct and easy 
to locate. The FAB has several different sections that deal 
with purchase crders, ard as a result small purchase 
personnel have a diificult time ascertaining exactly what 
reguirements must he met. The administrative burdens 
coupled with a paucity of training in the proper use of 
purchase crders and delivery crders have combined 'to make 
their use ere of the most difficult and error prone aspects 
cf small purchase. 

c. Eecommended Solutions 

The primary area cf concentration in training 
regarding the use of purchase and delivery orders should 
focus upen the legal aspects of these documents, and the 
resultant attention to detail that is reguired. Small 
purchase personnel should be trained in the detailed 
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procedures of the preparation of purcnase and delivery 
orders, with emphasis placed upon each section of the docu- 
ment as regards it’s importance and effect. Extensive 
training should he given in the areas of modifying cr termi- 
nating these documents, as well as the proper use of 
unpriced purchase orders. As these documents are utilized 
for most non-recurring purchases, particularly those of a 
relatively high dollar value, it is important to give small 
purchase personnel a good conceptual base upon which to draw 
when the^ do utilize these purchasing methods. 

- • Coc ument ati on 
a. Problems 

Documentation of any procurement action serves 
several purposes vital to the overall acquisition process, 
first, documentation preserves the factual setting within 
which a procurement took place. This record is essential to 
decisions that will he made in future procurements, such as 
determining the fairness and reasonableness of price. 
Second, documentation serves as a basis of review of the 
perfcricatce of the small purchase buyer. Third, documenta- 
tion provides answers to questions asxed during the course 
of external investigations, inspections, and reviews, 
finally, documentation may serve to justify the actions of a 
buyer or an activity should legal action result from a 
procurement decision. In small purchase, this documentation 
is no less important than for any area of procurement. 

Various CMS discrepancy reports cite the 
following as frequently occurring documentation weaknesses: 

(1) Purchase files do not contain retained 
copies of all required and optional forms used, cr do not 
contain sufficient copies for proper administration. 
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ty that dccumen ta ticE. The "pa^er work" is viewed as an 

unbearahle administrative burden rather than as a means to 
achieve the goals earlier stated. Perrormance reguirements 
and mounting backlogs often cause buyers to opt for expe- 
diency rather than the future protection that proper docu- 
mentation may afford. Research also indicates that in a 
limited number of instances documentation problems stem from 
a lack of knowledge cf existing documentation reguirements. 

Significant contributing factors, supervisors 
and buyers are free to admit, are to be found at levels 
above that cf the individual buyer. Supervisors, subject to 
many cf the same pressures felt by buyers, often dc not 
perform thorough and frequent reviews of buyer documenta- 
tion. Finally, acccrding to the researchers' observations, 
only a limited attempt is being made at most activities to 
develop and use local forms to assist in documentation. 

c. Summary cf Solutions 

An effective small purchase refresher course, 
the researchers believe, should begin treatment of documen- 
tation with a review cf the specific small purchase concerns 
that require documentation. Specifically, the documentation 
reguirements related to the following areas should be 
clearly developed: 

(1) Competition. 

(2) Fair and reasonable pricing. 

(3) Mandatory sources of supply. 

(4) Small business and other socio-economic 

concerns. 

(5) BPA records and rotation. 

(6) General bid solicitation (written and 

cral) . 

(7) Sole source justification. 
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In additicr to enuireration of the specific docu- 
mentaticD reguiremen ts, the researchers heiieve it prudent 
to facidiarize buyers with the purposes served by documenta- 
tion, and the protection that may potentially be afforded. 
Ihis nay be reinforced by establishment at each activity of 
a formal file mainterance program, to include a comprehen- 
sive checklist, convenient Iccal forms, and training in 
their utilization. Finally, as indicated in most areas, 
buyers desire a list of current references for day-to-day 
use. 

^ • le term in at ion of Fair and Rea sonab le Price 
a. Problems 

One of tie key tenets of Government procurement 
is that the prices paid for supplies and services be fair 
and reasonable. In general, this requirement is satisfied by 
obtaining adequate ccnpetition, which will in theory result 
in fair and reasonable prices. In the absence of competition 
however, buyers are required to ensure that prices paid are 
in fact fair and reascnaile. If there is not adequate compe- 
tition, the buyer is required to document the purchase file 
with a determination that the price paid for the supplies or 
services was fair and reasonable. This can be accomplished 
by comparing prices to those previously paid for the same 
material, obtaining catalogue prices, conducting elementary 
cost or price analysis, obtaining price lists, or any ether 
logical means of determining price reasonableness . Buyers, 
however, are often unclear regarding methods of ascertaining 
and documenting fair and reasonable prices. 

Reviews by CMR teams and other auditors 
frequently cite the following discrepancies regarding fair 
and reasonable pricing: 
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c. Summary cf Soluticrs 

Methods cf determining if prices are fair ard 
reascrarie should be one of the most salient aspects cf any 
training for intermediate level small purchase personnel. 
Onlike many other aspects of small purchase, this determina- 
tion reguires that small purchase personnel exercise a great 
deal cf judgement. 2n order to expect that these personnel 
exercise gocd judgement, it is incumbent upon supervisors 
and the small purchase hierarchy to provide the needed 
educaticnal and technical skills upon which to base sound 
judgement. Basic analytical tools such as cost and price 
analysis and value analysis should be addressed so that 
these personnel are adeguately equipped to make these deci- 
sions. Additionally, ether techniques and methods should be 
addressed tc ensure that personnel understand the concept of 
fair and reasonable pricing as well as the procedure to 
assure it. The key to ensuring that price determinations 
have teen made is thicugh documentation of files, therefore 
small purchase personrel should be advised of the impcrtarce 
cf documenting their determinations. Proven methods of 
satisfying documentation requirements should also be illus- 
trated ard explained. In summary, the key to improving 
determination of price reasonableness is to educate 
personnel as to the importance and techniques that comprise 
an adequate determination of price reasonableness. 

1 . Com pet ition 
a. Problems 

Competition is one of the most visible and 
misunderstood aspects of small purchase. As of late, the 
lack of competition in small purchase has received an 
increasing amount of attention from the public and the 
Congress, and as a result the Services have been compelled 
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to fccus more attention on establishing and meeting ccufeti- 
tive goals for competition in small purchase. Within small 
purchase there are several thresholds that govern the aacunt 
of ccipetition required. 

If a procurement action is for less than $1 ,000, 
competitior is not required, although purchases should be 
rotated through the business base. If a procurement exceeds 
$1,0CC tut is less than $5,00C, buyers are encouraged to 
post a notice of the intended procurement in a public place. 
Ihey are further required to attempt to obtain competitive 
bids fcr the procurenent in order to ensure that the price 
is fair and reasonable. If the procurement exceeds $5,000 
tut is less than $10,000, buyers are required to post a 
notice of intended procurement, and are required to ensure 
that the procurement is as competitive as possible. All 
proc ure ment s in the aforementioned range are unilaterally 
set-aside fcr small business [ Eef . 57], If the procurement 
is in excess of $10,000, the requirements for competition 
are essentially the same as fcr contracting in excess of 
$25,0CC. In an attempt to ensure that adequate competition 
is solicited, procurements in this range are also required 
to be syropsized in the Commerce Business Daily. [Ref. 5£]. 
issentially then, ccmpetiticn is required for all prccure- 
ments in excess of $ 1,000. 

Inspections and audits of small purchase orga- 
nizations consistently cite the following recurring discrep- 
ancies regarding competition: 

(1) Although competition is not explicitly 
required for purchases of less than $1,000, buyers are not 
rotating procurements among the qualified business base. 

(2) Where buyers are compelled to make non- 
competitive procurements, they are not taking action to 
encourage and promote competition for future purchases of 
the same material or services. 
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(3) furciiases are often split tc avoid exceeding 
the $1/CC0 threshold leguiring ccmpetition . 

(4) Doc uientat ion relative to soliciting ccmpe- 
titicE is often weak cr non-existent in purchase files. 

(5) The percentage of competitive procureaents 
in snail purchase is consistently below goals that are 
considered reasonably attainable. 

1. Causes and Contributing Factors 

The primary cause for discrepancies in the area 
cf ccmpetitive procurements is that small purchase personnel 
generally have a lack of understanding concerning the intent 
and inportance of competition. In many caseS/ small purchase 
personnel are uncertain as regards their responsibility to 
ensure that competition is evident in their purchases. 
Specifically, buyers often do not utilize the general 
concept cf competition within the purview of non-competitive 
purchases cf less than $1,000. Small purchases are often 
made in a competitive environment, however competitive 
efforts are not documented. There are several other factors 
that contribute to a perceived lack of competition in small 
purchase : 

(1) Conflicting cr confusing reguirements or 
direction regarding the need for competition. 

(2) Increased emphasis on competition in small 

purchase . 

(3) A general emphasis on throughput and getting 
materials and services expeditiously that hinders the 
conflicting reguirement for competition. 

c. Recommended Solutions 

The focus of any solution to the problem cf a 
lack cf competition in small purchase should be upon 
increasing the awareness of small purchase personnel cn the 
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hackcxcuEd and importance of competition. Buyers should be 
well versed re^ardirc the ictent of the public and the 
Congress cctcerning competition, and the degree to which 
competition statistics are scrutinized by these bodies. In 
crder to effect increased competition, succinct guidance 
regarding how and when to pursue competition shculc be 
prepared, as well as recommended methods of improving the 
level of competiticr for commodities that traditionally 
display a lack of competition. 

• iiSii Bu sin ess and Cth er Social Programs 
a. Problems 

Congressicnally mandated social programs are a 
fact cf life that have been embraced with varying degrees of 
success by the procurement process. Interviews indicate 
that small purchase buyers are aware of these programs and 
their impact upon the field of small purchase only in a 
general sense. While involvement with small business 
programs ccrstitutes the major focus of buyers, weaknesses 
have appeared in other areas as well. The researchers* 
review cf available CMR documentation indicates the 
following chronic problems associated with small business 
and ether sccial programs: 

(1) Purchase orders, 3PAs, and imprest fund 
purchases which should be issued to small businesses are not 
always sc directed. Potential vendors are not informed, 
early in the process, of the set-aside status of qualifying 
actions. Buyers fail to keep abreast of the small business 
certification status cf potential vendors. Awards are know- 
ingly made to large businesses. 

(2) Buyers are unfamiliar with the procedures to 
follow when there is no reasonable expectation that two or 
more responsible small business concerns will offer 
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or that cne 



guotaticrs cn an action reguiring competition, 
will xespcnd on an action below the competitive threshold. 

(3) Buyers fail to adeguately document small 
iusiness transactions. 

(4) Small purchases are accomplished without 
regard to these other potentially relevant socic- eccromic 
concerns : 



|a) Utilization of labor surplus areas. 
(1) Utilization of firms that hire the 



handicappe d . 



|c) Utilization of firms that hire disa- 
bled and Viet Nai era veterans. 

(d) Buying American- made supplies and 



services. 



(€) Utilization of firms and products 
which prcffcte pollution control and energy conservation. 



1. Causes and Contributing Factors 



Interviews with buyers and supervisory personnel 
indicate a general failure to understand the broad relation- 
ship cf Government prccurement to the achievement of social 
and economic goals. The long range benefits to be obtained 
from encouraging small, minority, disadvantaged, and envi- 
ronmental groups to participate in Government are are not 
immediately evident in the environment of small purchase. 
This conceptual failure is compounded by a lack cf buyer 
familiarity with the specific regulations regarding the use 
of these resources and the limitations upon their use. 
Buyers relate that it is simply easier and faster tc deal 
with large businesses. Also, there appears to be a ccmmon 
lack cf knowledge of the specific areas of socic-eccnomic 
emphasis ether than snail business. 

As in other identified training areas, supervi- 
sory weaknesses appear to contribute to shortcemings in 
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small fuichase promotioa of the various social and eccnottic 
programs. Ihe researchers did not observe that buyers were 
regularly reviewed specifically to evaluate performance in 
this area. Existing training programs dc not appear to 
devote sufficient emphasis to topics in this area. 

c. Summary cf Solutions 

It is suggested by the researchers that training 
in this subject area include buyer exposure to both the 
underlying policy goals and objectives as well as the 
specific enacting regulations. Both the general and func- 
tional discussions shculd fccus on the relationship to the 
field of small purchase and the specific role played by the 
small purchase buyer in acccmplishing the stated goals. 
Kext^ buyers should, the researchers believe, be given a 
review cf tie the most commonly encountered small business 
provisions in the FAE. Ihis review should include an expla- 
nation cf the content of the various clauses freguently 
employed. Buyers have also indicated a need to receive 
instruction concerning other social and economic programs 
that may apply to small purchase actions, and how test to 
implement those programs. finally, buyers desire access to 
a topical list of current regulations and other references. 

^ - Accounting Da^ and Ap propriat io ns 
a. Problems 
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purchasiug actions that thej' execute. These errors result in 
an additional effort fy buyers as well as finance personnel 
in order to correct a problem that should not have occurred 
at the cutset. It iray also result in late payment of 

invoices and the attendant interest costs. 

t. Causes and Contributing Factors 

The crux of the uncertainty surrounding the 
proper use of differing fund cites is that regulations 
governing the use of each type of appropriation are often 
vague and difficult to understand. As such, there is a 
general lack of understanding about of the major types of 
funding that are utilized in the DON. For example. Ship 
Conversion, Navy funds are ostensibly for the conversion of 
ships and ship's eguipment. In selected cases however, these 
funds may be utilized for travel, purchase of investment 
type equipment, or for the procurement of consumables, 
ether appropriations also have exceptions that allow them to 
be utiQized for other than their commonly stated uses. 

Unfortunately, financial guidance in this area 
is often ambiguous, and even financial personnel may have a 
difficult time ascertaining if particular appropriations can 
be used for specific purposes. There is not any source of 
succinct guidance regarding utilization of different appro- 
priations for different purposes, hence uncertainty and 
confusion are frequently the norm. Additionally, fiscal 
year end buying pressures and uncertainty regarding the use 
and availability of annual , multi-year, and no-year funding 
causes confusion and inefficiency at year end. 

0. Recommended Solutions 

The solution to problems regarding apprepria- 
txons and accounting data is to educate small purchase 
personnel in the idicsyncra sies of their intent and use. A 
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converiert and definitive guide to the different af^rcfria- 
tions and their authcrized uses should be compiled. This 
reference should include exceptions and specific authoriza- 
tions fcr the use of each appropriation that aay be 
required# in order tc ensure that a base line of technical 
descriptions is available tc personnel in the field. Small 
purchase supervisors also need expertise in this area so 
that when problems arise, that are not covered in the 
comprehensive reference they can be brought to supervisors 
for resclution- Liaison must also be made with financial 
personnel within tie command to ensure that consistent 
interpretations are being made in both the purchasing shop 
and in the financial section regarding the propriety cf fund 
utilization. Clarification should also be provided to small 
purchase personnel regarding their legal responsibilities 
relative tc violations of R.S. 3678, and accountability 
between the financial section and the purchasing section 
must be established and enforced. Additionally, clear 
guidance should be provided at the end of each fiscal year 
concerning the cut-off for obligations citing expiring funds 
This guidance should also enumerate the conditions under 
which expired funds may be utilized to fund contracts in the 
succeeding year. 

Small purchase personnel should also be given 
training regarding their responsibilities in the area of 
financial data that routes invoices to the proper paying 
office. They must also be advised of the effects cf incor- 
rectly citing a paying office and the resultant corrective 
action required. 
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1C. Imp res t Fund 
a. Problems 

The froblems associated with the implementation 
cf imprest fund purchase are primarily procedural in nature, 
and are largely a result of inadeguate attention to 
governing regulations. Unlike most of the other areas 
covered in this section of the research paper, additional 
training is not the cure, rather additional atterticn to 
detail appears to be the remedy. The primary area of 
training needs regarding the imprest fund is that of 
increased utilizaticr of imprest funds by small purchase 
perscnnel, and better dccuientation of existirg use. 
Imprest funds are the preferred method of small purchase for 
items costing less than 1150 ($300 in emergencies) 

[Bef. 59*, as they are administratively the least costly 
method cf making a procurement. The fundamental ccrcept 
behind the use cf the imprest fund is that the customer is 
authorized to obtain an advance of funds and purchase the 
item independent of the purchasing agent. Since the material 
is selected, received, and paid for in one transaction, 
significant savings accrue to the Government in terms of 
effort and paperwork that has been avoided. In many cases 
however, small purchase personnel are reluctant to utilize 
the imprest fund and as a result they increase their work- 
load and the cost cf effecting the procurement. On the 
ether hand, some small purchase personnel attempt to circum- 
vent limitations on the use cf imprest funds by splitting 
purchases in order tc reduce them below tne imprest fund 
dollar threshold. Since the imprest fund involves cash 
transactions, there are a plethora of rules governing their 
use, and these fairly stringent rules are often violated by 
personnel involved in the transaction. Common problems 
freguently cited are as follows: 
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(1) Imprest funds are used to procure urauthcr- 
ired supplies and services. 

(2) Imprest fund cashiers freguently have cash 
in excess cf their a c thoriz aticn or needs. 

(3) Purchasing personnel occasionally split 
purchases in order to reduce them below the threshold 
authorizing use cf the imprest fund. 

(4) Some imprest fund cashiers do not have the 
required authorizaticr to establish and maintain ar imprest 
f un d . 

(5) Documentation of imprest fund purchases is 
generally inadequate. 

1. Causes and Contributing Factors 

The primary cause of deficiencies in imprest 
fund management is that small purchase personnel frequently 
fail tc utilize the imprest fund to the maximum possible 
extent. Additionally, where small purchase personnel do 
utilize the imprest fund, they fail to comply with fairly 
detailed procedures designed to provide accountability of 
funds . 

c. Eecommended Solutions 

Small purchase personnel should be convinced of 
the personal advantages that can accrue to them if they 
better utilize the imprest fund. Particular stress should be 
placed on the expected decrease in paperwork on their part, 
and the decrease in time required on their part to effect a 
small purchase of this nature. They should also be advised 
of the importance of maintaining adequate documentation of 
imprest fund purchases due to the intense scrutiny that 
these purchases receive from a fiduciary perspective. 
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11. Au tcma ted Da_ta P roc easing ( AD P) Pro curement 
a. Problems 

The exparsion of the small purchase threshold to 
125/ CCC for the Department cf Defense has caused a numher of 
new t;ypes cf material to fall within the jurisdiction of 
simplified purchasing procedures- The research indicates 
that seme ' cf these xew responsibilities have proved to be 
anything but simple. ADP procurement is cited in interviews 
as cne of the most tioublescme new areas of small purchase 
involvement. In the activities that the researchers 
observed/ it was not cncommcn for one or two selected buyers 
to handle all ADP actions- It appears that the average 
small purchase buyer is not familiar with the equipment, the 
suppliers/ the available Federal schedules/ and the specific 
contractual reguirenents for hardware and software 
proc ere ment . 

1. Causes and Contributing Factors 

In addition to the basic buyer ignorance cited 
above/ the volatile environment of data processing contrib- 
utes to the difficulties that small purchase buyers face. 
The Navy is experiencing a tremendously rapid increase in 
the utilization of ADP equipment at all levels of customer 
activity- Constant technological and application cnanges 
virtually demand the undivided attention of anyone involved 
in the field. Concurrently / the Federal Government appears 
to be exhibiting similar dynamic behavior in the areas of 
regulaticn and assignment of administrative responsibility 
for ADP equipment. Finally/ managers and supervisors at 
most activities have no greater expertise in the area than 
the buyers/ and so can offer little guidance and support. 
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c. Summary ci Soluticrs 

The researchers submit that any tr 
material developed tc assist tujers in handling ADf 
actions should be jointly constructed by ADP and 
purchase personnel. Buyers have suggested a desi 
become familiar with the following subjects: 

(1) The basic components of ADP systems. 

(2) The common functions served by ADP 
ment at customer activities- 

(3) The unique legal and regulatory re 
ments associated with ADP. 

(4) Unique documentation and documen 
content requirements, 

(5) Sources of ADP equipment, 

(6) ADP terminology. 

(7) The nature and components of ADP pric 



P riori t iza ticr of Require ment s 
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A common problem of small purchase is t 
priorities; both within the purchasing section itself 
within the supply system as a whole. As a result 
general lack of understanding regarding the use of p 
ties within the supply system, small purchase per 
often set work priorities that are not congruent with 
of the organization and of their purchasing workload 
researchers observed that small purchase per 
frequently overlooked priorities assigned on pu 
requests, and instead concentrated on those purchase a 
that had been in their backlog tne longest. They 
frequently devoted their attention to walkthrough reg 
even if they were of a lower priority than work in the 
at their workstation. 
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i. Causes acc cent rii uticg factors 

There are several factors that affect the 
perfcrmance of small purchase personnel in the area of 
prioriti2ation of their work. One of the most sigrificant 
protlems is that supervisors and the organizaticr. in 
general, dc not perform a satisfactory jot of screening 
walkthrcugh reguests- In an apparent effort to provide 
responsive service tc their customers, small purchase crea- 
nizatiens generally act immediately on walkthrough reguests 
regardless of their priority. In theory, walkthrough 
reguests are only made for high priority items, however in 
practice they are frequently fer items that do not justify a 
walkthrcugh. When small purchase personnel are presented 
with these reguests, they generally respond to them immedi- 
ately, eften at the expense of higher priority purchase 
actiens. Additionally, small purchase personnel oftentimes 
do net understand the intent of the priority system, 

(UHHIIS) and as a result have a difficult time executing it 

as it is designed. The ultimate result is that purchase 

actions are not made in their relative priority, and high 
priority purchase actions of critical importance often 
languish while lesser priority purchase actions are teing 
completed. 

c. Recommended solutions 

The key to the proper utilization of the 

prioriti system is to educate both customers and buyers 
regarding the assignment and effect of priority ratings. 
Small purchase perscnnel must be made aware of the impor- 
tance and impact of priority ratings, and must be motivated 
to adhere to these assignments. Supervisors have a heavy 
burden in this regard, as they must assist buyers by 
screening purchase reguests and they must ensure that 
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custcaers do not place undue pressure on buyers to give 
iirimediate attention tc their reguests. It is also incunbent 
upon supervisors to educate their customers regarding the 
meaning and intent of the priority system, and to attempt to 
convince customers that it is in the customers best inter- 
ests tc adhere to the priority system. 
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VI. EECOMeiNDED IMINING GOIDE FOB MAT 
A. IKTECCOCTION 

The ctjective ci this section of the research is to 
discuss in a general sense, the key elements of a training 
guide for small purchase personnel. A study of existing 
formal and informal training material in this area has 
revealed a distinct lack of consistency, and in some cases a 
somewhat haphazard approach to the presentation of the 
training materials. The researchers* aim is to prescribe a 
recommended standard approach to preparation of a small 
purchase training guide that will provide consistency in 
approach and, most importantly, cover those general areas of 
a training guide that are most essential. During the course 
of this research, one of the most consistent comments of 
small purchase personnel and their supervisors was that the 
limited amount of training that was available treated the 
subject matter in a fairly cursory manner. They additionally 
commented that these materials generally failed to provide 
any hackgrcund into the ”whys" and "wherefores" of the 
covered areas, resulting in the training material being 
little more than a procedural manual, rather than a legiti- 
mate training manual. As a result of this research, the 
researchers feel that the following concepts must be covered 
in seme detail in each area of training that is being 
presented, in order to fully address the training needs of 
small purchase personnel in the field. 

1. Subject Area 

2. Definitions 

2- Governing Rules and Regulations 

4. Rationale and Reasons for Policies and Procedures 
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Guides 



5. CcDiaon Probleits and 

6. Suggested Scluticns 

7. Iraining Materials 

E. SOEJECI ABEA 
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ffust le given to providing working dexinitions ox any legal 
terms that are discussed and examined. 

E. GCVEfUING EOIES IBE BEGDIAIIONS 

Ibe ohjective of this section of the training guide 
should he to list the primary sources ox governing rules and 
references, in order to allow the reader to refer to them as 
necessary. The priaary sources of guidance should first be 
listed, followed bj a secondary list of less ccttuorly 
referred to directives. When listing the above references, 
is is important to not only list the reference, but to also 
list the specific paragraph ox section of the reference that 
is applicable. It has been common practice in the past to 
list a reference such as "the federal Acquisition 
Eegulaticn," and although this is technically accurate, this 
practice discourages personnel from actually referring to 
the cited reference, as it often takes an inordinate auocnt 
of time to find the applicable section within the directive. 
Another important reason for citing specific references is 
that nany reference sources often have pertinent or even 
contradictory material in different sections of the refer- 
ence. If a person has the time and the motivation to lock up 
references, they may not be familiar enough with the refer- 
ence to be aware that they nay need to look in several 
different places within the reference. If specific refer- 
ences are listed, personnel will be better motivated to 
refer to references and gain a better understanding cf the 
subject natter. 

E, EAIICNAIE ANE EEAEONS FCB BOLICIES AND PBOCEDDEES 

This section is one of the most important in any 
training guide of this sort. Cftentimes, training guides are 
prepared with little cr no background material to allcw the 
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readex tc ucderstand hhy they are doing what they axe hexng 
directed tc do. Ihrccchout the course of this research, this 
concern was frequently expressed, as small purchase 
personnel and their supervisors felt that they were teing 
told hew tc perforn tasks, but were not being educated 
regarding why the frocedures or policies were important. 
Kost cf these personnel felt that they would better be able 
to support and exeette the myriad of procedural steps that 
they are required to be familiar with if they knew why these 
policies ard procedures were important. During the course of 
this research, the researchers frequently pointed cut the 
importance cf many cf these seemingly pointless policies, 
and small purchase personnel generally responded in a posi- 
tive fashion when they understood the importance of 
performing those procedural aspects of small purchase in the 
prescribed manner. It is also important at this juncture to 
point cut to small purchase personnel the effects cf not 
perferming their duties in the prescribed manner, sc that 
they are aware of the potential impacts. 
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xeports, aie not useiul in that they do not, in general, 
specify exactly what the discrepancy was that has teen 
cited. Additionally, comiacn pitfalls gleaned from personal 
experience in the area should te identified and discussed. 

G. SDGGfSIED SOIOTICSS 

Ihis particular section of the training guide should 
address solutions frca both a macro and a micro viewpoint. 
Solutions to underlying problems should te addressed sc that 
supervisors and small purchase personnel can approach 
correcticn of deficiencies in an organized and effective 
manner. Specific guidance to a fairly detailed level should 
also te provided so that these personnel can be made aware 
of the precise steps and acticns necessary to correct prob- 
lems and to prevent their reoccurrence. This is cne of the 
areas where central coordination and snaring of trmesaving 
ideas can te utilized to advise personnel of tetter and 
easier methcds of conducting business so that each buyer or 
each command does not have to "reinvent the wheel" each time 
a new prctlem arises. 

fi. IBAIBING flATZBIAI AMD fiECCaMENDED GUIDES 

This section of the training guide should support the 
solutions given above ty presenting any additional training 
guides cr references that may be of utility to small 
purchase personnel. The person charged with preparation of 
the study guide should also conduct an in-depth examination 
of current procedures to determine if forms and ether work 
aids can te developed to simplify the routine tasks of small 
purchase personnel. Small purchase personnel in the field 
should also be queried to ascertain if there are time and 
energy saving devices presently in existence that should be 
made available to others in the profession. In the course of 
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this research, the researchers noted many instances hhere 
creative small purchase personnel or their supervisors had 
designed mechanical devices cf one sort or another to 
increase their productivity and effectiveness. 

X. SDMMAEy 

In summary, it is important to tailor this training 
guide tc meet the perceived needs of small purchase 

perscnnel at all levels. Ihe common thread throughout this 
research was that these personnel desired additional 

training and education, and were eager to hecome involved in 
advanced training were it available. They alsc stressed 
that they felt it important to understand why it was impor- 
tant that they perform tasks in a particular fashion, and 
what impact their ncn-compliance would have on the small 
purchasing system as a whole. The next section of this 
chapter will present an example of a specific area of 
training that is addressed within the aforementioned 

structure. 

J. AK EXABfLE; EPA CEE AND AD flINISTfi ATION 

1 • Euh iec t ^ea 

The material in this module will address practices 
associated with blanket purchase agreements, regulations 
associated with these agreements, reasons for existing 
policy and procedures concerning 3PAs, and common prohlems 
associated with their implementation and use. The primary 
purpose to be achieved is a better understanding of the 
nature of the BPA and the potential pitfalls faced hy all 
small purchase professionals. This is not an attempt to 
teach the experienced buyer the nuts and bolts of EFA docu- 
mentation cr procedure. The training material will assume a 
hasic level of training and professional experience. 



103 



As an e^:feri€Dced siali purchase professional, the 
usefulness cf the EPA has cndcuttedly teen seen first hard. 
If handled correctly form birth to death, 
considerably simplify the purchasing process under a wide 
variety cf circumstances, lack of attention, 
rob a buyer of much cf the utility or service that can be 
received. For this reason, material in this model will 
concentrate on possible areas for improvement in the admin- 
istration cf BPAs, It is hoped that by st 
constructive self-evaluation, and by offering 
recommencations, the material will: 

a. Reduce the number of BPA-related d 
reported in Contract Management Review {CMR) 
audits and evaluations; 

h. Improve the level of service tha 
purchase prcfessional can provide; 

c. Reduce the inconvenience and ineffi 
ciated with error detection and correction; 

d. Enhance the self-confidence an 
professional performance of the buyer in the area cf EPAs; 
and 

e. Allow buyers to obtain maximum b( 
savings in time and effort afforded by EPAs, 
allowing corcentraticr on other essential tasks. 
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a. Agreement: 


A written document 


which expr 



are 

when 



an understanding reached between the Government and a 
contractor regarding possible future contracts. The agree- 
ment is rot a contract itself and does not promise that any 
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contracts will actually materialize. Its primary purpose is 
to identify the terms and clauses to be part of any future 
contract. 



t. Blanket Pur cha se Agre ement : An agreement which 
provides a simple mettod of filling future repetitive reeds 
for supplies and services. EPAs are often referred to as 
"charge accounts" established with qualified sources of 
supply. Orders are placed against the BPA as needs arise, 
and jayment is made on a periodic basis for all orders 
placed during the period. 

Call; An order placed under the terms and 
conditions cf an existing BPA. Such an order is really an 
offer by the Government to purchase, and becomes a binding 
contract when accepted by the contractor or vendor. 

<3* Rot a tio n : The practice of regularly and system- 
atically changing the contractors or vendors who receive 
calls cr are asked tc submit quotations or bids. Proj-er 
rotation implies that all qualified sources have an opportu- 
nity to do business. 

€. Review: The process of examining, on a regular 
basis, the EPA itself, the calls placed, and the prccedures 
employed on a day-to-day basis. Such an examination must be 
objective and designed to improve the buying process. 

f. Do cumen ta tion : All written records associated 
with ar individual EPA • throughout its life. This would 
include copies of the BPA with all included clauses, 
purchase requests that have been satisfied through the BPA, 
records cf all written or oral quotations and bids, sole 
source justifications, copies of the actual orders, records 
of any ccntacts with the vender, copies of invoices where 
applicable, and records of any other buyer action related to 
the EPA. If any matter relates to a BPA, it should be 
written down and included as part of the documentation 
package . 
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g. Se^oired Clau ses : Those clauses reguired by 
regulaticn to be included in a particular BPA- It is iupcr- 
tant tc note that sere clauses must be in all BPAs, while 
cthexs lUSt be used only under certain circumstances. 
Further, clauses reguired by the FAR may be supplemented, 
but net replaced, by other clauses specified by various 
echelons ir the chain of cemmand. These clauses are 
addressed in Sections 3 and 7 which follow. 

h. Ad e g uaev cf Terms: Whether or not the terms and 
conditiens specified in a EPA are in the best interests of 
the Government and the contractor or vendor. Conditiens 
change over time, sc the buyer must regularly evaluate 
adeguacy of terms to protect the Government. 

i. Eg^ual Verdor Opportunity: A condition resulting 
from each vendor or contractor, in the long run, having the 
same number of chances to receive orders as any other vendor 
cr ccntractcr. Egual opportunity does not mean that each 
vendor will experience the same success rate. 

j. Administrative Costs: All costs associated with 
translating a purchase reguest into goods or services to 
satisfy the need. Essentially, this consists of all the 
time and materials expended by the small purchase buyer over 
the life of the acticn. 

k. Administrat ion of BP^: All actions taken by 
small purchase personnel to maintain, review, and use active 
EPAs. Establishment and disestablishment of EPAs will eften 
be included under the heading cf administration also. 

l. Mandator y Sources of Supply : Those sources ferm 
which a buyer must, by regulation, obtain goods and services 
if they are available (eg. the supply system and Federal 
Supply Schedules) . Both Government and non-Gcver nment 
sources may be classified as mandatory, such as Federal 
Supply Schedules, and there is a specified order in which 
they must be approached. 
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n. Competition: Ihe process of allowing prospec- 

tive venders or contractors to contend against one anctier 
to deternine which car most satisfactorily meet seme ctjec- 
tive recuirement. Government policy establishes this as the 
preferred method to meet Government and social interests. 

- ♦ Go v erni ng Eu les and fie g u la tio ns 

Ihe following regulations relate to BPAs: 
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Ihe fcllowicg list coctains instructions and local 
guidarce related to Elks: 

— List Provided by the Local Activity — 

^ • f ation ale and Beas o ns for P olicies and Proced ures 

Ihe small purchase shcf is a hectic arena, charac- 
terized ty a seemingly endless stream of purchase requests 
and required actions. The tuyer's time and effort are the 
price that the Gcverraent pays to accomplish this essential 
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price that can be measured in dollars as well as 
Bor a large percentage of these requirements, the 
larger thar the worth of the items involved. 
Seduction of these administrative costs is the purpcse of 
the EPA. The preparation cf individual purchase orders is 
replaced by simple call procedures. Invoices may be 
processed in a batch rather than one at a time. The vendor 
realizes similar savings in administrative costs through 
simplification of his/her paper work procedures. The EPA, 
then, serves to reduce the time and effort, and hence the 
cost, cf routine and repetitive orders to a single vender. 

Cnee a BPA is established with a 
the Gcvexnment has opened the door for 
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be in effect for the same types of items. This is the 
reason that buyers are required to seek out and establish 
EPAs kith several qualified vendors in each commodity group. 

Small businesses, even those with established EPAs, 
cannot maintain contact with Government custemers and their 
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Deeds as well as larcer busiaesses can. Eecoming aware of 
potential business too late, or not becoming aware at all, 
could put many eligible vendors in a disadvantageous posi- 
tion and defeat the goal of meaningful competiticn. Ihe 
practice cf synopsizing anticipated requirements in the 
Commerce Business Daily (C3D) helps small firms stay abreast 
and stay competitive. Bor this reason, the synopsis 
reguireiert may apply to BPAs and even calls. 

Another purpose served by Government procurement in 
general, and small purchase in particular, is the mainte- 
nance cf a strong business base in America. This means that 
a sufficient number cf firms in all industry groups remain 
healthy enough to provide cur country's needs under all 
conditicrs. The Government must protect itself against 
becoming toe reliant cn any one source. Commercial busi- 
nesses, at the same time, can only be vital and interested 
in dcing Government werk if they benefit from awards and the 
resultant funds. Fetation of calls and bid solicitatiens 
among qualified venders on a regular basis will accomplish 
these vital purposes. 

Many things ether than the provision of a geed or 
service can and do result from a small purchase action. A 
determination of the fairness and reasonableness of a price 
may beceme the basis of price analysis in some future 
action. Actions taken in a particular buy may be used to 
evaluate the small purchase professional. Practices at a 
particular activity will almost certainly be the subject of 
periodic reviews^ inspections, and audits by various organi- 
zations. Internally, reviews are made to ensure that the 
best possible buying decisions are being routinely made. 
Finally, if things do not go smoothly, a small purchase 
action may result in unpleasant litigation. The orly 
certain way to protect the interests of both the buyer and 
the Government in all these situations is to keep complete 
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and detailed records ox everything related to an action. 
Ihis is the basis for the ccncern with documentation. 

A EIA is an expression of a relationship between 
crganizaticns over time. As the Government’s needs and 
venders’ situations change over time, so must the terms and 
conditions cf a EPA. Clauses may change. The scope cf an 
activity’s reguiremerts may cnange. The capabilities ox a 
vender may change. In order to ensure that current needs 
are served, and the Government’s interests are protected, 
the federal Acquisition Regulation requires that EFAs be 
reviewed regularly. Specific review requirements may be 
found in the FAR references cited in Section 3. 

Every year the Government expends enormous numbers 
cf dollars and hours attempting to provide a responsive 
system cf internal supply. Additionally, Congress has iden- 
tified specific groups of people as deserving of special 
help in the form cf reserved Government business eppertu- 
nity. Along with federal Supply Schedules (FSS) , these 
sources constitute mandatory sources of supply. By 
utilizing these sources whenever possible, the buyer assists 
in achieving several important goals. Fewer scarce procure- 
ment dollars are tied up at any one time in duplicated 
items. Regular utilization of supply channels provides 
accurate usage data, and enables more effective prediction 
cf future demand. finally, important social policy is 
translated into reality. 

5 . Common Pro bl ems and Discr e pancie s 

At this point, it should be noted that the majerity 
of EFA-related actions are handled correctly and efficiently 
by small purchase prcfessionals. On the whole, the purposes 
expressed in the preceding section are being served. There 
are, however, a limited number of weaknesses that appear on 
a regular basis at a large number of activities. The need 
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g. Scr€enir.g of Handatory Sources. Atteupts to 
acquire requested materials from macdatory sources are cot 
always aade and/or documented. This is a particularly 
sensitive area in light cf the negative curlicity 
surrounding the spare parts issue. Individual reguireirents 
must te screened through mandatory sources of supply before 
leing ordered from vendors. 

h. Required Clauses. Original BPAs often do not 
contain all clauses required fcy regulation, or the clauses 





lete . 


T 


his proble 


IT- 


is 


e xpected 


cute 


with 


the 


transi 


tic 


n 


to 


the FAR. 


t ar 


e chan 


ging 


• 










i. 


sy 


nops 


izing. 




Fo 


tential EPA 


€d. 


in di 


vidu 


al call 


c 


are 


not synop 


erly 


synop 


size 


d. Th 


is 


re 


quirement is 


ers^ 


and 


not 


much sp 


eci 


f ic 


guidance ha 


ted 


in the 


fie 


Id. 











or are 



• Bug qes te d Solutions 







It 


is e 


xpec 


ted th 


will 


te 


atl 


e to 


gene 


rate a 


solu 


t ic 


ns t 


c the 




cblems 


are 


€D 


ccur 


aged 


to 


develop 


impr 


eve 


the 


ov er 


all 


perf or 


disc 


uss 


icn 


of s 


ome 


possib 


gui d 


arc 




but 


me 


rely t 


Indi 


vid 


ual 


activ 


it ie 


s will 


Stan 


c ar 


diza 


tion . 










a. 


Esta 


tlis 


tient o 








Be a 


ware 


cf the 


the 


des 


irea 


bili t 


y of 


EPA us 



Iroad class are comacnly 
immediately known. Cffice 



at small purchase pr of essicnals 
number of effective and creative 



discussed on 


their own. 


B uy ers 


and share 


these techniques to 


mance at the 


ac ti vity . 


A brief 


le solutions 


follows. 


not as 


o stimulate 


directed 


thought. 


determine the degree cf 


approach 



f EPAs 

signals which commonly indicate 
€. A wide variety of items in a 
ordered, but specifics are not 
s or projects in a giver area do 



112 



Dot have fuichase authority, tut do have routine needs. Ihe 
writing cf routine purchase crders, often to the same 
sources, hecomes trouhlesome. A vendor or group cf venders 
consistently charges less or offers better performance. All 
cf these circumstances may hint at the possibility cf time 
and effort savings through use of a BPA. 

Consider the practice of conducting a menthly 
commodity review. review purchase orders in each najor 
commedity group to determine if vendor patters are evident. 
Ibis procedure may be accomplished using a separate EPA log 
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h. Review of Active BPAs 



The first step in any review should be tc deter- 
mine what items tc lock for in a review. When reviewing 
EPAs, seme suggested items include continued need, currency 
cf clauses, adequacy of terms, discount provisions, etc. 
Cnee this decision is made, it is suggested that all 
existing EPAs be divided up into 12 equal groups according 
to any convenient criteria; fer example, alphabetically or 
by major cemmodity groups. Each group, and every EPA file 
in that greup, would then receive a number from 1 tc 12. 
Each menth, one group would he pulled for review according 
to the established items. A simple record of the number of 
EPAs assigned to each numbered group should be maintained so 
that new establishments can be assigned to groups in such a 
way that greup sizes remain relatively equal. It is also 



115 



advisatle tc note tie date of each review directly cr. the 
individual files. 

A number cf similar methods follow this crgani- 
zaticnal pattern. Beviews may be conducted by ccmmcdity 
groups. If there are a manageable number of active EPAs, it 
may be feasible to schedule one block of time to conduct the 
review . 



c. Disestablishment of EPAs 

The usefulness of individual EPAs may be exam- 
ined usirg an analysis of erder frequency, conducted much 
the same as the frequency analysis described for estab- 
lishing EPAs. A card or similar record is kept for each 
vendor, and calls axe simply noted. These cards may be 
reviewed quarterly tc determine if the EPA is still vital as 
indicated by the number of calls during the quarter. 
Alternatively, individual call dates may be noted on a sheet 
attached to the EPA fclder, and the vitality of the EPA may 
be addressed during the regular annual review previcusly 
described. 



d. Documentation of Calls and Solicitations 

The test advice ccncerning documentation may be 
to dccument whenever there is a question or doubt. This 
equates to the estab iishmen t and meticulous maintenance of a 
complete EPA file. Such a file may be arranged in chrcnolo- 
gical order of individual calls. At a minimum, it is 
suggested that the file contain: 

(1) The latest ccfy of the BPA. 

(2) Any records concerning negotiation cf EPA 
terms and centent. 

(3) Copies of all purchase requests filled 
using the EPA. 
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e. Insufficient Numbers of BPAs 



The deterninati on of an adequate number for BPAs 
is a judgement call, and will be different for every buyer 
in the absence of activity guidance. Remember that at least 
two EPAs in a given commodity group are needed to have 
competition. Two, however, is seldom an adequate number. 
At the other extreme, the buyer must strike a balance 
betweer manageability and competition. The existence of too 
many EPAs may lead to shortcuts in rotation that also deny 
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red 


uced to about one BPA 


for 


each 


30 



anticipated calls. Khile performing review procedures, the 
list must be groomed and unneeded BPAs disestablished. New 
EPAs may be established to maintain the ratio, or the buyer 
may find that the list will tend toward some "natural level" 
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cf vcluii€. This eg cilibri uiii position is suitable, however, 
only if proper rotation and review procedures are being 
followed. 



f. Call Rotation 



When the value of an individual call is below 
the threshold reguiring competition, proper rotaticr is 
really ~ust a matter of a conscientious attempt to run 
through the available BPAs in order. A list indicating the 
name cf the last vendor to receive a noncompetitive call 
should be kept. When the call re'^uires competition, the 
situation becomes only a little more complicated. The 
object becomes to rotate opportunities rather than actual 
calls. It is suggested that after the first selection cf 
one vendor from among three bidders, the following system be 
used where practical: 

Call Vendors 

1 A,B,C* 

2 C,D*,E 

3 D*,F,G 

etc. * successful bidder 

Additionally, buyers are encouraged to utilize vendor 

frequency cards, as described, and review them on a regular 
basis . 



g. Screening cf Mandatory Sources 

In order to utilize the mandatory sources of 
supply, the buyer must know what they are. A basic famil- 
iarity with the references cited under this topic will 
establish that knowledge. It is also helpful to keep a 
listing, constructed by the buyer or the activity, with the 
EPA files. These sources do change. Each purchase recuest 
should be screened against this list before the call is 
placed to a vendor under a EPA. It is useful to note that 
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£PAs maj he established with vendors listed cn Federal 
Supply Schedules. 

As the buyer beccmes ac^juainted with tie kir.ds 
of items available from each mandatory source, this 

screening process becomes less cumbersome. Eecuesting 

activities should be encouraged to do as much cf this 

screening as possible. At a minimum, the small purchase 
professicnal shculd insist that the requestor search the 
supply system. 

h. Required Clauses 

Here, again, there is no real substitute for a 
knowledge of the applicable regulations. This knowledge 
should encompass both the standard clauses required in all 
EPAs, and those clauses that apply under limited circum- 
stances. A useful aid in this effort is a current EPA 

format guide. This guide includes an extraction cf those 
clauses relevant to EPAs, and describes or references the 
requirements associated with each. An example of such a 
format guide is included with this module. Finally, utilize 
local bulletins and directives to update the guide cn a 
regular basis. 

i. Synopsis 

Become familiar with the requirements for sjncp- 
sizing as they pertain to 3PAs, The module on synopsis 
included in this training guide discusses the subject in 
some detail. Once the principles are understood, the buyer 
should generate examples of EPA and call synopses to he kept 
with the EPA files fcr reference. 
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Ira lni flcj Mat€xi al and Eeco ame pded Guides 
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■Figure 6.2 Small Purchase Documentation - Supply. 
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Source: NSC Charleston 
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VII. COST/EENEFII SOMARI 



A. IH3ECCOCTION 

The frixcipal intent of this effort is net to guantita- 
tivelj define tie ccsts and ienefits of implementing the 
proposed training pregram. Rather, its intent is to iden- 
tify costs and benefits, so that decision makers can attempt 
to raticralize training using their own judgements regarding 
costs and benefits. Implementing costs will be categorized 
as direct and indirect, and in some cases, they will be 
guantified. In large measure, the benefits that will accrue 
as a result of training have teen discussed throughout this 
thesis, however, this section will attempt to bring tegetier 
those benefits which have a significant financial impact. An 
examination of the benefits will also be made with regard to 
tangible versus intangible impacts. Lastly, this section 
will attempt to assign an estimate of total guantifiable 
implementation ccsts, and then utilize sensitivity analysis 
in order tc determine an approximate break-even point with 
regard tc expected ccsts and projected benefits. 

E. SCEJECI PEHSCNNEI COSTS 

lie most obvious and most easily measured ccsts of 
implementing this program are those associated with the 
costs of the personnel undergoing the training. It conso- 
nance with Task Force 6, [Eef. 60], the researchers believe 
that intermediate level small purchase personnel should 
receive at least 120 hours of formal and informal training 
during their career progression within the GS-1105 and 
GS-11C6 series. Once a satisfactory level of training has 
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GS-4 thxcugi GS-7 is at the GS-5 level, 
stonditg annual salary of $ 15,681- 

In cidex to simplify futuxe calculations, a weighted 
avexace salaxy wag€ fox the 1,280 GS-1105-6 and 1,307 

GS-11C6-5 personnel vill be calculated. This will allow for 
a relatively accurate determination of aggregate personnel 
costs as long as the ratio of GS-1105s and GS-1106s remains 
fairly constant. Tie weighted average salary for these 
personnel is $16,570-63 per year, calculated as follows; The 
ratic ox GS-1105 personnel to total small purchase personnel 
( 1 , 2 8 C/2 , 58 7) times tie average GS-1105 wage ($17,47S) plus 
the ratic of GS-11C6 personnel to total small purchase 
personnel (1,307/2,587) times the average GS-1106 wage 
($15,681), 

(1, 28C/2,587) X $17,479 + ( 1,3 07/2,58 7) X $15,681 = $16, 571- 
Using a 2, 080 productive hour per year base, this would 
equate to a weighted average hourly wage of $7.97 per hour. 
The direct cost that would be associated with effectively 
removing 3.5% of the workforce from productive efforts would 
le tie weighted average hourly salary for an intermediate 
level small purchase employee, times the recommended 70 
hours of training, times the number of personnel affected. 
These calculations are shown belcw; 

2,587 personnel X 7C hrs/person X $7. 97/hr = $1,443,287 
The above figure represents the cost associated with the 
"permanent" loss of 7C hours per employee, per year, due to 
this training. It must be noted, however, that these costs 
are sunk ccsts in that these personnel are already on the 
payroll. Their salaries would be paid regardless of whether 
they were in training, or were otherwise productively 
employed. The cnly incremental personnel costs that would 
result would be these associated with hiring additional 
personnel cn a permanent or temporary basis to replace the 
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Alternatively, 



incumtents that are in training. Alternatively, if addi- 
tional personnel were not hired, and the workload was 
afcsorhed ty the remaining workforce without authorizing 
overtime, the effective direct personnel cost would be 
effectively zero. If, however, one assumed that the level of 
productivity of the remaining workforce did not allow the 
tasks of the personnel in training to be completed by others 
in the organization, and one assumed that the level of the 
workload did not change, overtime could also be authorized 
as a rears to ensure that necessary work was completed. It 
should be noted, however, that one of the explicit objec- 
tives of increased training is to improve the efficiency and 
productivity of small purchase personnel. Hence, personnel 
resource reguirements should be less than the number of 
personnel in training to offset the loss of those personnel 
absent due to training. Each of these options will be exam- 
ined in Greater detail below: 



1. Additional Permanent Personnel Hired 



(A) Direct Costs: If additional permanent staffing 

were obtained to mitigate the effect of 3.55? of the work- 
force being unavailable due to training reguirements, the 
workforce would have to increase by slightly more than 3.6^, 
or 93 people, in order to retain the same base level of 
permanent employees working in productive endeavors as 
before the time that the training commenced- Again, assuming 
average grade levels of GS-1 105-6 and GS-1 106-5, and 
utilizing the weighted average salary described above, 
financial resources on the order of $1,541,103 would be 
reguired to employ these personnel. These figures are 
slightly higher than those representing the loss of 3.5% of 
the workforce as 10% of these newly hired personnel would be 
in training as well. Calculations are as follows: 



93 perscts X $16,571 = $1,541,103. 



be 



Were this the case, the rigures given above would 
fairlj descriptive of the direct costs of their emplcyment. 

(b) Indirect Costs: Since permanent employees would 

te required, their wages would have to be accelerated in 
accordance with KAVCCtPI MAWUAl 035030 to fully account for 
indirect ccopensatior such as leave and fringe benefits. In 
this instance out of pocJce t costs would be $2,080,h89, if 
cne assures an average wage factor acceleration of 35^, as 
illustrated below: 

$ 1,541,103 X 1.35 = $2,080, 489 

It is recognized that ceiling points for additional 
personnel resources are difficult to obtain, however, this 
cpticn is presented fcr consideration. 

2 • I^mporary Hiri ng 

(A) Direct Ccsts: If temporary personnel were hired 

to perform the duties of personnel in training, the finan- 
cial impact would be signif icantly less. One would assume 
that teiporary employees would be hired at grade levels 
lower than the incunbents for which they are employed to 
replace, probably at the entry level in the GS-1105 series 
which is GS-4 and which is GS-3 for GS-1106 personnel. 
Ihese personnel would probably be hired at the lowest step, 
and their corresponding salaries would be $12,369 and 
$11,017 respectively per year. 

(E) Indirect Costs: These personnel do not enjoy 

the same level of fringe benefits as permanent employees, 
and their base salary would only have to te accelerated by 
approximately 25 % to accurately represent the indirect costs 
associated with their employment. Calculations to shew the 
effect of temporary hires are illustrated below: 

1 ,280 X $12,367 X 1- 25 X 3. 6% = $712,339 
1 ,307 X $11,017 X 1-25 X 3-6% = $647, 965 
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Tctal 



$ 1 , 3d0,304 



Ih€re may be additional costs associated with the 
probable decreased prcductivity cr temporary hires, as they 
will reguire some tine to assimilate into the workforce, and 
will net be as productive as their permanent counterparts. 
Ihis use cf temporary personnel will also result in 
increased turnover as well as an increase in the variable 
portion of hiring costs. There may be other financial 
impacts as well. 

-• Author izaticn of Ov ertime: 

(A) Direct Costs: If overtime is authorized in 
erder to ensure that leguired work is completed, the costs 
would be somewhat higher than employing additional full time 
personnel, due to the overtime premium that must be paid to 
these perscnnel in addition to their normal hourly wages. 
If one assumes that each person would have to be authcrized 
70 heurs cf overtime per year, they would earn an average 
hourly overtime differential of 50% for each of those 70 



hours - 


Ihe 
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overtime 


premium 


is shown 


below : 


overtime 


$7 


.97/hr X .5 


X 70 hrs 


X 2,587 


persons = 


$ 72 1,644 


normal 




$7. 97/hr 


X 70 hrs 


X 2,587 


persons = 


$1,443, 287 












Total = 


$2, 164, £31 




(B) 


Indirect 


Costs: 


The use 


of overt! 


me assumes 



that there are not any pre-existing nonproductive hours that 
could be utilized by these perscnnel, and that they will be 
able to perform at their normal level of productivity while 
working overtime. Beth of these assumptions are suspect, as 
the average employee might not reguire the full 70 hours of 
overtime due to environmental factors within the workplace. 
Efficiencies such as those associated with not having to 
stop and restart their efforts would result, as would 
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Cn the other hand, studies have shown that i;rcduc- 
hile working overtime is freguently less than that 
during normal working hours. 

Ihe overtire premium acceleration for fringe 
is significantly less than that accrued fer ncrmal 
hours. The overtime portion of the wages need be 

ted by only 20 % to recoup the indirect costs of 
enefits and employee payroll taxes. The total cost 
alternative would be as illustrated below; 



Normal hrs. $1,443, 237 X 1.35 = $1,546,437 

Cvertime premium $ 721,644 X 1.20 = $ 865, S72 

Total = $2,814,409 



Absorb the W cr kloa d Wi thin the Orcja nizatic n: 

(A) Direct Costs; Unfortunately it seems as if this 
is the most prevalent approach to solving manning problems 
endemic to the small purchase workplace. As the research has 
shown, there is a significant workload overburdening in 
small purchase divisions of the Navy, and this approach 
would be unsatisfactory from both a personnel utilization 
approach and in light of constantly competing priorities 
that face small purchase personnel. This option would only 
exacerbate the already severe problem cf overloading these 
personnel, and the mission accomplishment of small purchase 
organizations would suffer as a consequence. Once the work- 
load and staffing of small purchase personnel are correctly 
aligned, and productivity increases, it is anticipated that 
some cf this additional workload could be absorbed within 
the organization with minimal impact. If this option were 
exercised, however, the direct personnel cost would he zero. 

(E) Indirect Costs: There are myriad indirect costs 

associated with attempting to absorb tne additional workload 
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vitii fresently staxied small furciase orgauizaticns. Ihe 
already low morale will dip even further as pressures and 
taskirgs increase, and turnover will increase correspond- 
ingly- Additionally, the tacklog of purchasing acticrs in 
the gueue will grew even larger, resulting in Icncer 
procurement action lead-times, or in some low priority 
procurements never being made. As the pressure on buyers to 
increase throughput increases, they will attempt to cut as 
many cerners as possible, resulting in even poorer perform- 
ance ttan at present. 

C. 3BAIKING DEVELOPblSI COSIS 

In addition to tie personnel costs associated witn small 
purchase personnel attending training, there would be ether 
personnel costs involved in developing this training. Cur 
effort has teen to highlight the primary areas of training 
deficiencies that are most prevalent throughout small 
purchase erganiza tiers- Ihere still remains the fairly 
significant task of actually developing a training guide for 
intermediate level small purchase personnel. There are 
numerous options that exist in relation to the tasking of 
the preparation of this training manual, including a thesis 
topic for another Naval Postgraduate School student, hiring 
a civilian contractor, or tasking another Federal Agency 
such as the Federal Aeguisition Institute (FAI) with contin- 
uing this effort. 

If a thesis student were to complete this effort, the 
cost would be fairly rominal as that person's efforts would 
be a sunk cost since this effort would fall within the 
purview of thesis research for the Postgraduate student. The 
only incremental costs would be those associated with travel 
and ether research related costs. In the main, these costs 
would be insignificant. If a civilian contractor were tasked 
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with the preparation cf a training manual, the cost would he 
much nore significant. The most probable option would he to 
task fAI or some other Federal Agency with completion of 
this work. At present, FAI is working independently of this 
study to conpile needed areas of training within the small 
purchase environment and to develop a training guide to meet 
those needs. If they utilize the findings of this study, the 
scope of their present tasking would decrease, as scae of 
the ground that they had intended to cover is included 
herein. In this instance, as in the case of assigning this 
effort to a NFS thesis student, out of pocket costs would be 
nominal, since the lAI has already programaed personnel and 
financial resourses to this task. 

L. TFAIKIIiG COSTS 

If this or a similar program were implemented, there 
would he costs associated with actually conducting the 
recomaiended training. There would necessarily be a cadre of 
capable instructors to conduct the training, as well as to 
update and otherwise keep the training material current. It 
is a little more difficult to guantify these costs, since 
the structure within which this training would be conducted 
is extremely difficult to pre-determine . If dedicated 
instructors were hired to conduct the training, there would 
he a direct cost impact. If, however, this training were 
conducted in-house or with presently existing training 
resources, there would not he a significant cost impact. For 
the purpose of illustration, we will examine the choice cf 
hirirc additional personnel to travel to major installa ticns 
to conduct a portion cf the training. liaison with the Army 
logistics Management Center at Ft. lee Va, indicates that a 
staff cf two people would be required to implement. 
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coordinate and execute the desired training £Ref. 62]. 
Comparatie personnel at Ft. Lee are at the GS-12 level, and 
ccmmard an average salary of $34,454 per year. If these 
salaries are accelerated in accordance with NAVCOhPI hANOAL 
03505C tc account for indirect costs, the total cost of this 
increased staffing of two persons would be $93,025 per year. 

Ihe aost reasonable option would be for a large instal- 
laticn in each geographic concentration of small purchase 
personnel tc be tasked with conducting the training cnce or 
twice a month. This would allow a relatively small 

percentage of the small purchase personnel from Local 
commands to attend each tine training is conducted sc that 
the ncraal work flow is not completely disrupted and suffi- 
cient personnel are cn hand to provide the required service. 
Therefore, major installations may find it necessary tc hire 
additicnal perscnnel tc conduct all or a portion of the 
training locally. It is felt that additicnal perscnnel 
would not he needed at the NAVSUP level, as sufficient 
resources appear to he in place to provide policy guidance 
and oversight. 

i. IFAVEl COSTS 

Travel costs asscciated with the implementation of tnis 
training program are difficult to forecast and quantify. 
There would obviously be some travel involved if training 
were conducted by a cadre of instructors that periodically 
visited each major installation. Personnel at smaller 
installations would also be required to travel tc central 
locations tc obtain the necessary training. If training were 
conducted in-house, however, there would be nominal travel 
costs associated with implementing this training. There are 
approximately 40 major small purchasing divisions within the 
Navy £Eef. 63]. If one were to assume that each of these 
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installations were visited an average ox twice per year and 
provided two days ci training, tne travel cost for two 
persons from a relatively central location would total 
approiiicately $120, OCC. Ills is based on a trip of 4 days in 
duration, and an average trip length of 2,000 miles, and the 
assumption that seveial activities would be able to partici- 
pate in training si ailtan eously . Reliable data are not 
available to accurately estimate the number of perscnrel 
that would be able to attend training of this manner on a 
no-cost basis. It is estimated, however that approximately 
80% (2,0C0) of the small purchase personnel would be able to 
attend on a no-cost basis as a result of these sessions 
being conducted at major concentrations of small purchase 
personnel. If personnel from small commands were reguired 
to travel to larger installations to obtain training, an 
estimate of total costs for the remaining 500 people would 
be approximately $25C,000. 

Although these figures are broad estimates, they are 
presented to illustrate the potential upper limits of the 
cost of travel associated with implementing this program. 
Ihe total costs therefore of implementing this alternative 
would be $370,000, A more reasonable assumption, as 
discussed above, would be for the largest activity in each 
region to conduct the training on a recurring basis. Any 
in-house personnel utilized to conduct this training may be 
reguired to perform some travel in order to participate in a 
training course specifically designed for in-house instruc- 
tion of small purchase training. 

f. fHINIIMG, DISTRIiOIION, AMD OTHER CONSOMABLES COSTS 

liaison with the Government Printing Office indicates 
that the average printing cost for a training manual of this 
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nature wculd be appicrimat el_y $.70 per copy for a training 
annual that is roughly 100 pages long [Ref. 64J. Assuming 
an initial distribution of two copies per small purchase 
employee, total printing and distribution costs fcr £,200 
copies would be appicximately $3,640. There would also be 
some ether less significant costs associated with the inple- 
mentaticr of this training program, however, the cost of 
consunahies and other miscellaneous supplies would prchatly 
he ncninal. 



G. SCiJaABY OF COSTS 



The primary intert of this rather cursory examination of 
costs is rot to ascertain with any precise degree of 
certainty what the ccsts of implementing this program would 
he, rather the intent is to bring potential costs to light 
and to make seemingly reasonable estimates as to their 
value. It will be shown in the succeeding section through 
some elementary sensitivity analysis that even if these 
estimates are off by a factor of two, that the reguired 
percentage increase in productivity or favorable reduction 
in pricing would be very small in order to compensate for 
the costs. A summary of anticipated costs is presented 

helo w . 



^ - Sub ject Terser ne l C csts 

a. Loss of wcrkforce due to training 
(^) Ad di ti o nal Per sonnel hire d. 

(2) Temper ary; Hiring. 



($2,0€0, 48S) 



($ 1,360, 304) 
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(3) 



Overtime. 



(4) 



Ai)£Ci FtioD C£ Work . 
Witiir The Org ani z atio n 



2 • Training Devlc rmen t Costs 



3 , Tr a ini ng Costs 



($2,9^6, 461) 



(negligible) 



{negligible) 



($93,025) 



4 • C ost s 



($370,000) 



5 • fri rtin g an d li stribut icn Costs 



($3,640) 



H. ECTESlIll BE8EFI1S 

There are a myriad of pctertial benefits that may accrue 
as a result of this training. This portion of the thesis 
will net attempt to present a rigorous guantif icaticn of 
these benefits but rather will merely highlight these of 
signif icance. After outlining and discussing each cf these 
potential benefits, sensitivity analysis will he performed 
cn the present level cf small purchase expenditures in erder 
to determine the required increase in productivity cr price 
savings through more efficient purchasing that must take 
place in order for this training to be justified from a 
cost-effectiveness viewpoint. The reader is cautioned, 
however, that many of these benefits will not surface 
directly on the " bottom line”, although they will in every 
case have an impact upon purchasing efficiency. 
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• lan qib le Benefits 

a. The jost c lea rly seen benefit of this tra ining 
wou^ be inc rea s ed e f f icien c v cn the £a_rt of saall pur chase 
^erscnnel- If saall furchase personnel perform their duties 
in a ttcre efficient nanner, fewer personnel resources should 
he required. The iopact of improved efficiency will be 
difficult tc measure, however, as it is ccmironly felt that 
small purchase persctnel are presently overburdened. As 
previously mentioned, there is increasing public and 
Congressional furor regarding charges of spare parts cver- 
payments hy the DOD tc Defense contractors, and a signifi- 
cant portion of the spare parts procurements in the Havy/LOD 
are performed hy small purchase personnel. If small 
purchase personnel receive improved training the incidence 
cf spare parts overpricing, real or imaginary, should 
deer € ase . 

Prices i§id b_y the Gov er nme nt for g oed s and 
servic es sh oul d de er ea se in constat dollars . The crux of 
any analysis of purchasing must be upon obtaining the right 
material, at the right price, at the right location. As 
small purchase personnel become more skilled in their 
duties, they will presumably he better equipped to negotrate 
prices and conditiers that are more favorable to the 

Government. Elementary tools and skills such as cost and 

price analysis, as well as a general business sense, should 
tetter enable small purchase personnel to obtain fair and 
reasonable prices. This area probably has the most petertial 
for payoff since a general reduction in relative prices of 

cnly one percent of the over $3.5 billion spent by the Navy 

last year in small purchase [fief. 65J, would result in 
savings cf ever $35,CC0,000 per year. An increased level cf 
price reductions wculd make these savings 
dramatic . 
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even more 



a.Pd Co pgr es s ioBa l att ention ct small 
i!i£ciaie s hou ld d eci ease as they r eal ize that the small 
purc hase fu nct ion within the Nav y/DOD is being conducted in 
effective and effi cien t manner. The present level of 
attention ty public tcdies is probably well deserved and is 
productive in that it has forced Defense Agencies to focus 
cn the snail purchase function and to attempt to imprcve on 
it. As these impr ovenents are made, public focus will shift 
to ether areas thus allowing productive effort tc be 
directed at executing the snail purchase function rather 
than at defending it’s practices, policies, and existence. 

2. Int angi ble Benefits 

3- G re ater tr ofe s si cn alism shou ld result from 
imfiroyed tr ain ing. As discussed previously in this research 
paper, lew morale is endemic throughout most Navy small 
purchase organizations. One of the factors that has contrib- 
uted to this low morale and to low self-esteem within the 
GS- 11C5/t ranks is the perceived lack of professionalism 
within the small purchase structure. This perceived lack of 
prof essicnalism is apparent in the literature and is 
evidenced in interviews with small purchase personnel and 
their supervisors. If an effective training program were 
implemented, the morale and self-esteem of small purchase 
perscnnel would undoubtedly increase, as would the general 
perception of professionalism within small purchase. This 
increase in morale would probably decrease the turnover and 
attrition rates within the ranks of small purchase, and 
would also tend to have a positive effect upon the produc- 
tivity of these perscnnel. 

b. Improved execu ti on of m andat ed soc ic- ecc nomic 
I£25£3ms should r^ul^ fro m i mproved trai n ing. An impor- 
tant, yet intangible impact of increased training would be 
improved implementation of previously discussed 
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£ocic-€cci5ciiic prograjis directed by the Congress. Small 
purchase is an important vehicle by which the Congress and 
federal Agercies inplement socio— economic programs. If small 
purchase personnel are better trained and tetter understand 
their rcle in the process, they will be better able to 
execute these prcgrans. As pointed out in the researchers' 
discussion of major problem areas, competition and Small 
Business set-asides are two specific socio-economic programs 
that have not been inplemerted as effectively as desired. 
As a result of this training, one could expect that small 
purchase personnel may increase the incidence of competitive 
procurements and increase their utilization of Small and 
Eisad vantag ed businesses. 

c- Marked improvement in t he areas of resp onsi v en ess 
to and improved readiness of operational units shou ld res ult 
Jtoj improved training. As buyers become more professional 
and more proficient, they will tetter be able to meet the 
ever burgeoning needs of their customers. Increased produc- 
tivity and a better awareness of the meaning and effect of 
priorities will not only allow customers to allocate fewer 
financial and personnel resources to small purchase, but 
will also result in shorter procurement action leadtimes for 
customers. This may also allow stocking activities to 
adjust inventory ordering models and reduce the need to 
carry present levels of inventory, thus reducing carrying 
costs . 

d . Imprcv emer ts to the ptgJ^^ional b ase from which 
to draw ent ran ts into the G^Jj02 series should result f rom 
i mpr c ved tra ini ng. At present, the level of expertise that 
is displayed by GS- 1105/6 personnel that transfer to the 
GS-11C2 series is significantly less than desired [Ref- 66]. 
This results in an inordinate amount of training in order to 
make former GS- 1105/6 employees productive members of the 
GS-11C2 workforce. If interirediate level small purchase 
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ferscrnel aie better trained, the transition from G£-1 105/6 
to 6S-1102 will be much easier and will encourage both 
communities to £:romcte fertilization ox the GS-1102 series 
from the GS-1105/6 series. As a result of the threshold for 
small purchase being increased to $25,000, many of the 
concepts cf small purchase are equally applicable to 
contracting as well, indicating that properly trained 
GS-11C5/6 personnel should have less difficulty making the 
transiticn to GS-1102. 

I, ASAliSIS 

It is not within the scope of this research effort to 
ligcrcusly quantify the costs and benefits of implementing a 
proposed training program fcr intermediate level small 
purchase personnel. There is a feeling at many levels of 
purchasing management that the present state of training in 
small purchase is so deficient that even a training program 
cf much greater magnitude than the one that these 

researchers propose would be cost effective. Executive 
Crder 12352 does net address the financial impact of 
improving the procurement workforce, rather it focuses 
solely upon required reforms. It is important, however, in a 
general sense to have some appreciation for the expected 
cost cf implementing this or a similar program, in crder to 
determine if further cost analysis is warranted. Although 
the cost analysis presented above is not quantitatively 
precise, the researcher's contend that the crder cf magni- 
tude cf these costs is a fairly accurate indicator cf antic- 
ipated costs. At every juncture throughout, the researchers 
have chesen to be censervative and thus demonstrate the 
greatest potential cost of each option. The following data 
provide a range cf optimistic and pessimistic estimates that 
will allow the reader to ascertain a reasonable estimate of 
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costs under varying assumptions. If one were to assume trat 
each cf tie most costly options were to transpire, the total 
cost cf implementing a program of this nature would he as 
f ollc ws : 



Low 



Subject Personnel Ccsts 
Trailing Eevelopment Costs- 
Traicinc ccsts 
Travel costs 

Printing and other ccsts 
Total ccsts 



$ 0 

negligible 
$ 0 

$ 200,000 

i laiiO 

$203,640 



$2,597,S16 

$ 93,025 
$ 320,000 
i 3,640 
$3,0 14,581 



As stated, it is felt that the above estimates are a 
reasonable broad estimate of the costs of implementing small 
purchase training. iven if these research estimates were in 
error by a factor of two, the total projected cost fcr the 
Navy to implement this training would approximately $6 
miliicn. These assumptions serve to establish a rough base- 
line against which tc measure expected costs. Since all of 
the assumptions regarding ccsts were purposely made with the 
expectation of the mcst costly option bexng exercised, there 
is ample rccm for these estimates of costs to be reduced. 

In order for the Navy to recapture its investment in 
training from a purely financial aspect, small ^-urchase 
personnel would have to effect an average cost savings of 
less than one tenth cf one percent of total small purchase 
expenditures. Ihe above efficiencies represent a fairly 
small incremental decrease in prices paid, and do not take 
any cf the many irtangible benefits cited above into 
account. If small purchase personnel were able to achieve 
an overall average reduction in prices of one percent, 
savings, after subtracting training costs, on the order of 
$32,0CC,CCC would accrue. 
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If scite of the less costl_y options discussed atcve were 
in fact exercised, the potential payback point of this 
investnert would he reduced significantly. For example, if 
the Kavy chose to (1) hire 93 additional full-time 

employees, (2) task the FAI with completion of the training 
guide, and (3) perform most of the training in-house, the 
cost would only he only slightly more than $2 million. 

J. SDfliJAEY 

Ihis examination of potential costs and benefits has 
heen fairly cursory, however, it has accomplished its 
primary purpose of establishing a resonahle range of esti- 
mates regarding the projected costs of implementing a small 
purchase training program. The objective has been to show 
that the reguired investment in terms of financial resources 
is fairly nominal in order to potentially attain an 
extremely high degree of tangible and intangible benefits. 
There are obviously a lot of alternative methods to approach 
utili 2 ing and implementing the mandated training, and it is 
recognized that options such as increasing the number of 
ceiling points is a difficult endeavor at best. This 
problem is exacerbated by the need to obtain additional 
ceiling points for other reasons besides affording increased 
opportunities for training. It is critical however to estab- 
lish financial and personnel needs so that the necessary 
resources can be requested and possibly obtained, 

An important, but frequently overlooked point is that a 
reasonable estimate cf the costs must be derived. All too 
cften. Government programs are executed without even a 
cursory attempt to quantify the costs and benefits that will 
result. In this case, it is felt that the magnitude cf the 
training costs is sc small that the training is warranted 
from a ccst-ef f ectiveness standpoint. The relatively nominal 
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funding leguirements ci this program , as a percentage of 
small purchase expenditures, (albeit $2 to $3 million) , 
requires a very small incremental increase in pricing effec- 
tiveness to recoup ccsts. For example, if small purchase 
personnel were atle tc negotiate a price decrease cf $1 for 
every 21,000 that they spend, the Navy would have recouped 
all cf its training ccsts. Additionally, a myriad cf ctfer 
benefits besides reductions in prices paid can result as 
well. 
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VIII. CONCiaS ION S AND B ECO a.’lENDAII ONS 
A. CCNCIDSIONS 

1 • 9.1 €lfecti V6 c^eer d evel opment c^ajr tor 
sma ll purc has e pers cnnel has neg ati vel v imp acted u po n 
lS£fSiS3rce in t^ fiel d. The views of buyers and supervi- 
sory perscnnel expressed in Chapter III support this conten- 
tion, Further# a nuirber of practical manifestations can be 
directly related to the systemic failure tc provide seme 
clear career opper turities for those interested in remaining 
in small purchase. These manifestations# as detailed in 
Chapter III, include confusion regarding job definition# 
high turnover rates# attitude and morale problems, avcicarce 
cf respensibility# and reduced incentive to participate in 
further training. 

2 • Curre nt e ffo rts to re vit aliz e small pur chase car eer 
^SZ^lcpment ££ 03 rams are a step in the ri^ht dire ction # but 

some basic PLuestions unansw ered . Task Group 6 recem- 
mendatiers and actions# presented in Chapter III# properly 
address mari;y of the correct objectives for any successful 
professional development program. Occupational standards 
are heinc rewritten, and specific training guidelines are 
being established. fioperl;^# the researchers believe# these 
efforts are being founded upen surveys of the buyers and 
supervisors themselves. 

3 . A dis t i nc t and co mpl e te car eer de velopmen t p r eg ram 
should be p rovi ded for tho se p ers onnel who wi^h to remain in 
t he JJ05 and 1.J.06 serie s . Training and professional receg- 
niticn cf the 1105 and 1106 series should not be based upon 
an assumed desire to transition to the 1102 series. 
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Each enhancement to small purchase career develcjment 
programs must be filtered down to every level of the small 
purchase hierarchy. This will require a serious reevalua- 
tion cf worh loads ard manning levels in many small purchase 
shops. Eui'ers and supervisors must be allowed tc partici- 
pate in the development cf all programs. 

^ - Sig nifican t we aknesses ex ist in small purchase cr ca - 
n iz atic na l str uc tu re and practice which mus_t be address^ if 
training p rogra m is to be suc c essful ly impl emented . 
Small purchase buyers and supervisors are virtually urani- 
mous in their agreement that is impossible to separate the 
quality cf the working environment from the perceived need 
and desire for training. 

Specific conclusions, supported by the discussion in 
Chapter IV, may be made as follows: 

a. The functional distinctions between procurement 
series are unclear and personnel, as a result, are often 
improperly assigned. 

h. In many activities, the buying function is not 
organized in a manner conducive to efficient use and devel- 
opment cf personnel. 

c. Many activities have failed to provide small 
purchase with necessary publications and reference 
materials. 



d. No effective program currently exists to keep 
small purchase personnel abreast of the latest legislation, 
regulation, and direction. No effort is made, on the whole, 
to translate this information into terms that are under- 
standable and useful tc personnel in the field. 

€. Organizational goals and priorities for small 
purchase are not made clear to small purchase personnel. 
Stated concerns and objectives often exnibit very little 
stability . 
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i. Small purchase supervisory t'SJ^scnnel gererally 
fail tc frcvide the kind of support necessary to effective 
perf crmance and trairing. 

j. Most piccurement activities need to earnestly 

reevaluate their existing systems of internal and external 
comm un ic a ticns. In general^ effective feedback mechanisms 

do not exist to enable evaluation and improvement cf super- 
visory ard training efforts. 

k. Professional and organizational deficiencies 
have resulted in a shift away from a service-oriented atti- 
tude cn the part of many small purchase personnel. 

l. Existing training programs in the field cf small 
purchase are generally inadeguate. 

- - oJ the most c hronic Con tract Management R eview 

( CM R ) disc rep ancies relate d tc the small purch ase fun ctio n 
te e limi n ated ty imp ro ving performa nce in a li mite d 
n um ber of s ub ject ar ea s. These areas are identified in 
Chapter V. The basic nature of these areas is supported 
both by CMR detailed and summary reports^ and by the 
expressed ccncerns of small purchase personnel. Causes and 
basic solutions addressed in Chapter V should, the 
researchers believe, form the nucleus cf a refresher course 
for small purchase buyers and supervisors. 



15C 



6 



iil in terme cia te leve l small p urchase tra ining 
p rog ram need be develcp ed that is s ucci n ct , clea rly Accused 
U£on ns^ulat^ns and d irec ti ves as pertain tc small 

e , and consi s t ent in its a pproach . During interviews 
in the field, small purchase personnel almost unanimcusly 
desire a practical training guide that not only details '>how 
to," tut also addresses the "why." Training in the 12 
subject areas discussed in Chapter V represent the majority 
cf recurring CMR discrepancies, and are those most desired 
ty small purchase personnel and thier supervisors. This 
research has found that small purchase personnel are mere 
ccramitted to the support of policies and procedures if they 
are aware cf the origins and impacts of these policies and 
procedures. 



1 - The cos t of i n plem e ntinq an effe ctive and co m pr ehen - 
siv e training ££C 2 ram for s leal l p urch a se pe rsonn el is m inis - 
c ule ce mp ared to the dolla r value _of trans action s that they 
process , a rd the pet enti al be nefits to be gained. Eased 
upon a ccst/benefit aralysis of a training pregram fer small 
purchase personnel, it can be concluded that through a wide 
range cf pessimistic estimates, the cost of implementing 
training ty any one of several methods is nominal. If 
training is conducted on a continuous basis, the petential 
benefits will far outweigh the costs. 



E. BICOUMIiiDaTICNS ICE DPPEB ICBELONS 

1 . Ir e^ forward to meet all leg ally m andate d ^ca_ls for 
smal l pure has e pre f e ssio nal development to include the 
continui rq reco mm end ations of Task Group 6. The policy 
objectives enunciated by Task Group 6, and those proposed by 
the researchers in Chapter III, will form a solid foundation 
for improvement. 
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to ensure that the 



I ake Qve£;i actio n n ecessar v 
im pr c vements achieved in profes siona l d eve lopment are 
refl ected at each level of the pr ocur ement hi erarch y . This 
iill include comprehensive revision of position descrip- 
tions, reassessment of task assignments, adjustment of 
manning devels, and reevaduation of training needs at the 
buyer level. Buyers and supervisory personnel should he 
actively involved in program design and implementaticn. 

j • d evelo p an d i mpleoe nt a se parate an d dist irct c aree r 
^SZ^iepment pr o g ra m fer sma 11 pur enas e p ersonnel vho wish to 
r em ain in small pui chase . Include in this development 
program a dedicated training plan which addresses the needs 
cf career small purchase huyers and supervisors. In order 
for such a program tc be successful, it is further recom- 
mended that concurrent steps he taken to address the 
follcwing pioblem areas; 

a. The appearance of organizational preference for 
the 1102 series. 

h. Intense werk loads. 

c. Volume-ielated performance measures (this will 
he the subject of a separate recommendation) . 

d. Turnover rates. 

e. Morale problems. 

f. Professional recognition. 

h . Ee vel op and £romu l_ga te u paa ted C lassif icatic r. and 
Cu al if ic at icn S t anda rds for the s mall purchase series. Use 
these standards to revise position descriptions and job 
assignments at all procurement activities. This must be the 
first step in establishing small purchase as a distinct 
professional community. 

5 . Spe cif y the cu rren tly ope rative ref erence s for small 
pu rc hase. lAR implementaticn has resulted in uncertainty as 
to the viability of many traditional sources of information 
and guidance. The status cf NAVSUP P-467, in particular, 
requires immediate clarification. 
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6 . 



devel op and p roma l gate a unifor m tra ini ng course on 
F AR f aciJi ariza ti on for sma^l purc hase per son nel. I his 
training should te mardatorj for buyers, supervisors, and 
managers, and should be implemented as soon as possible. 

7 . f rod uce and d ist ribute summaries of the lat est 

legislation and regulation ap plica b le to small purchase. 
Summaries should be easily understood at the functional 
level, and should be made available on a regular basis. 

8 . b e vel o p a sta ndard pe rformanc e appraisal system ^ 

activit ies in ev a luat ing the perfo rm ance of 
small pu rchas e lerscnnel. Ihis system should net rely 
exclusively on traditional measures of efficiency, but 
should incorporate a necogniticn of the kinds of tasks being 
performed, as well as the quality of individual performance. 

5* Spo nso r a formal re cog nition pro gram for ou tstanding 
Funch ase perso nnel and activities. Such a program 
could also be used as a vehicle to disseminate innovative 
ideas , 

1 0- E eve l op a compre hensive trainin g g uide for small 
Jeli£chase pers onnel tha t i nc l udes , as a min imum, the 
f oll cviinq ba sic sub ject are as: 

a. Requirements Determination. 

h. Purchasing Methods. 

0. BPA Use and Administration. 

d. Purchase Crder Use. 

e. Documentation. 

f. Determination of fair and Reasonanle Price. 

g. Competition. 

h. Small Business Set Asides and Other Programs. 

1. Accounting Data and Appropriations, 

j. Imprest fund. 

k. ADP Procurement. 

l. Prioritization of Procurements. This program 
should he prepared at a central level and distributed to 
field activities to adapt to their specific needs. 
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11. A central autho rlt y should be t^ked with the cocr- 
and u£datin^ of a small £U£chase tra ining q uide . 
This authority should feriodically review the needs of field 
level jerscnnel, and should update the training guide cn at 
least ar annual basis so that it does not fall into disuse 
due tc a lack of currency. 

li. Eev e lop a st and ard format similar to the one 
propos ed that includes the following key elements: 

a- Subject Area. 

t. Definitions. 

c. Governing Eules and Regulations. 

d. Rationale and Reasons for Procedures. 

e. Common Problems and Discrepancies. 

f. Suggested Solutions. 

g. Training Katerials and Recommended Guides. 

13. Pu rsu e adeg uate finan cial res ources to fully i nple - 
ment an_i training pr ccram that is undertake n. 'While it is 
recognized that personnel and financial resources are 
scarce, the benefits that will accrue will far outweigh the 
costs . 

1h. E stab lish a mean s tc guan ti f y the ben ef its t hat 
accrue as a res ult of impro v ed and in te nsif ied t ra ining . A 
means tc Quantify benefits in this area will facilitate 
determining if future training should be conducted, and will 
provide justification for additional resources if benefits 
exceed the costs as expected. 

C. RICCEflfNDATICNS FCR PEOCOBiilENT ACTIVITIES 

^ • Ac tlv it ies should be e ncouraged to r ationally e val - 
u ate the org ani zation cf the buying fu ncti on. This evalua- 
tion shculd be designed tc determine if current schemes 
facilitate: 

a. Effective utilization of existing expertise. 
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h. Training through regular assignment rctaticn, 

where fcssitle. 

c. Professional development through exposure to 
tasks of varying difficulty. 

d. Haximuir opportunity for buyers to teccme 
familiar with sources and products. 

Cnee an effective scheme is instituted, it should remain 
stable as long as practically possible. 

2 - 111 procure ment ac ti v itie s ^ou Id determ ine w hat 

publicat io ns and refe rence ma terial s are n eed ed by smal l 
purc ha s e per son nel , a nd take steps to provide these items. 
Cnee these materials are obtained, further steps should be 
taken to instruct personnel in their content and proper use. 
3 . All pr cc ur e men t a ct i vi ties should provi de sm all 

b u V er s and superv isor s with some ^rm of ex posure 
to current legislation, regulation . and local quida r.ce 
related to small pu rc has e. The researchers recommend that 
personnel be reguired to maintain a current file cf this 
material, and that regular instruction be conducted to 
distill it into operational terms. 

h. P roc uremen t organizations should establish an 

e xpl icit set of goals and prior itie s for s mall purc hase . 
These should be publicized, perhaps in the form of a pclrcy 
statement, and copies made availarle to all buyers, supervi- 
sors, and managers. Operational policies and practices, as 
will as performance evaluation systems, should be reviewed 
to ensure conformity with established goals and priorities. 
Every effort should be made to make this structure stable. 

5 • Ac tivi t ies s hould es ta b lish a f o rmal pe rformance 
recoqni ticn program for small pur chase buyer s a nd sue ervi - 
£ or s . Euch a program should be designed at the local level 

to reward superior performance, and to call attention to 
innovative techniques and practices which may be beneficial 
throughout the activity. As a minimum, recognition programs 
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and documentatici in 



should enifloy appropriate putlicity 
personnel records. 

^ ' St eps must le take n to scrutinize wner^ n eces - 
s ar y and possible. reor ganize th e cleri cal s upp ort fun ction 
is £tcvide adeq uate s ervic e to smal l purchase . If prac- 
tical. a separate typing pool should be established for 
small purchase and placed in the appropriate administrative 
chain of conmand. Khere this is not possible, efforts must 
be made to dedicate clerical personnel, or to establish seme 
objective method of scheduling work. 

Activities should strive ^ improve t he quality and 
s cop e of su per visory su ppor t to sm all purchase buyers. This 
may be facilitated by minimizing, where possible, the actual 
buying responsibilities assigned to supervisors. 
Supervisors should he encouraged to become more actively 
involved in screening incoming material, counseling, 
training, and supporting the efforts of the buyers. The 
researchers further recommend that supervisors receive 
training both in ceneral management and small purchase 
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AcditioEally , it is reccuunended that each activity 
institute a program ct scheduled buyer meetings with venders 
and with representatiiies of major customer commands. Buyers 
should be encouraged to attain a first-hand knowledge of 
vender personnel and products, consistent with regulation, 
finally/ an appreciation of customer responsibilities and 
constraints can greatly reduce the number cf future 
misunderstandings. 

5 • Ac tiv ities shoul d stre ss c us tomer ser vi ce as the 
g ui ding pr inc iple in all sma ll purc ha se endeavor s . Ihe 
researchers recommend promulgation of a policy statement 
similar to that found in Appendix A/ which has been used 
successfully by several activities. Customers of various 
sizes should be regularly interviewed to gather impressions 
cf the buying function. 

1C. Act ivities should critically evalu ate current 
train! rg ne eds and ex isti ng p ro grams. Where necessary, 
training pregrams should be redesigned to include modular- 
ized training material, formally scheduled training, and 
dedicated training time. Small purchase buyers and supervi- 
sors should be required to undergo periodic training cf the 
type described in this report. Activities must ensure that 
standardized training materials are tailored to the reeds of 
local buyers and supervisors. 

E. SOBHABY OF ANSWEBS 10 BESEAECfl QOESIIONS 

Cuesticn #1. are the cu rr ent tr^ninq shortcomings as 

vi ew ed by _^e Com m ander . Naval S upply S yste ms Co mmand 
(NAVSjJP) s taff , fifld le vel su pervisors withi n the smal l 
p urc hase sy ste m, and small purchase pe rson nel themselves? 

Iraining shortcomings have been identified related to 
both the availability and content of existing programs. Ihe 
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only staidaidized smail purchase program currently availatle 
in DCI is purely entry-level oriented and perceived to be 
untimely and hard tc use. No specific program exists to 
provide follow-on or refresher training for small purchase 
personnel. Training in the field appears to be irregular 
and narrowly directed. 

locally administered small purchase training content 
does net emphasize the primary areas of difficulty experi- 
enced hy small purchase personnel. This training does not 
attempt to acquaint the buyer or supervisor with the reasons 
for particular procedural reguirements, or the potential 
consecuences associated with non-compliance. Buyers and 
supervisors are not routinely exposed to training directed 
to actual discrepancies cited in c;iE reports, nor are 
specific solutions suggested. 
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rso nnel is desired by the C ommande r, JJaval Supply 
man d staff, fie ld supervisors, and i nt erme diat e 
pu rc ha s e personnel? 

ible officials at all levels of the chain cf 
ire a trairing program which will accomplish the 
asic objectives: 

ilitate the provision cf better service, 
uce reported performance discrepancies, 
rease the sense of professionalism and jot satis- 
small purchase personnel, 
earch, as presented, indicates that all personnel 
emprehensive program of small purchase training 
ctly addresses the shortcomings cited in the 
uesticn #1. Buyers and supervisors, especially, 
engoing refresher program that provides instruc- 
d to specific problem areas. The researchers 
fied these areas in Chapter V, and have delin- 
fic problems, causes, and recommended solutions. 



156 



Cuesticc #3. g mall p urchase t raining ^to^raffs pr es - 
entl y exist for sm a ll purc has e personnel at the lasic or 
ent ry l^el, and at ncre advanc ed levels ? 

Ike cnly entry-level program ror small purchase 
currently existing within DOD is developed and administered 
at Ft. lee, Virginia hy the Army Logistics Management Center 
(ALMC). Because of previously described problems with this 
basic ccurse, manj activities have conducted extensive 
tailcring efforts suited to activity needs. All c£ these 
programs, however, are thoroughly based in the ALMC program, 
and are essentially entry-level in nature. 

As stated, nc intermediate or advanced courses dedicated 
to small purchase currently exist. Attempts tc conduct 
refresher training, tc date, consist of reapplication of the 
hasic materials. Feme local efforts are noted, hut no 
comprehensive program exists. 



Cuesticn #4. What is th e curre nt l eve l cf for mal tra ining 
of in term e dia te lej/el small p urchase p erson nel in the 
Le par tment of the Navy, and what are the s ources cf tra ining 
t ha t do e xist ? 

As cited in Chapter IV, the research indicates that 
nearly 20% cf the personnel working in Navy small purchase 
organixatiens have net had formal entry-level training. It 
is difficult, if net impossible, to estimate the current 
level cf training cf intermediate personnel, due to the 
absence cf any standardized training targeted to this group. 
Ibe researchers observed, cr received reports, of training 
programs of widely varying degrees of sophistication. 

Available training is obtained through informal instruc- 
tion, formal group instruction, written guidance, and self 
study. Training formats range from scheduled time tc spon- 
taneous reactiois tc emerging problems. In all cases, 
training beyond the basic level is dependent upen the 
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aaterial axic personxel resources of the individual activi- 
ties, and upon local training policies. 

Questicn #5. H ha t ether sources of tra inin g exist and are 
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contiiiute to the eifort of def initizicg these training 
prograas and reguirerents. It may be concluded, at this 
time, that adeguate training is not available tc be 
utilized . 

Cuesticn #7. W ha t e ther factors, if any , inr lue nce the 
s ucc ess cf training fer small pur ch ase p er s onnel ? 

Ihe research has shown quite clearly that many internal 
and external factors influence training in small purchase, 
and do sc in a dramatic way. Sc strong is the influence, in 
fact, that the evidence presented in Chapters III ard IV 
indicates that weaknesses in professional career development 
and organizational structure must be addressed before any 
training pregram may be successfully conducted. While the 
individual factors vary from activity to activity, the weak- 
nesses identified in Chapters III and IV appear to be perva- 
sive enough to warrant an earnest self-evaluation by every 
activity with small purchase responsibilities. 

Cuesticn #8. What are th e cos ts assoc ia ted with i mp le - 
bhe pr o posed t raini ng pro gram ? 

Ihe costs associated with implementing the training 
program proposed by this research will vary depending upen 
the method, scope, and schedule of implementation. General 
cost categories and a basic cost/benefit analysis are 
presented in Chapter VII. This analysis reveals, without 
question, that the benefits associated with such a pregram 
far outweigh the costs. 

I. A£IA£ ICE FOETHEE BESEAECB 

Eesearch conducted for this report has provided the 
basis for further study and action in the following areas; 



161 



1. The dev€l 
remaiDins subject 
xeport. 

2. I he de 
appraisal system 
cf the t^pe recomm 

2. I he dev el 
trainicg proposed 
h. An exairi 

emplcjed to reduce 
5. Ihe develo 
the expected savi 
progr am . 



opoent of training guide material rcr the 
areas not specifically dealt with in this 



velcpment of an effective perfcrirarce 
for small purchase buyers and supervisors 
ended in Chapter IV. 

opaent of an implementation plan for the 
in this report. 
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CDSIOMEB SEBVICE fOlICY STATEMENT 



Socice: NECC long Beach 



PROMEMO A2 
PD : PJM : fan 
15 June 1983 



NRCC PURCHASE DIVISION ?ROCEDUR.-\L MEMORANDUM A2 



From: Code PD 



To: All PD Personnel 



Subj : Ten Comniandments of Good Customer Relations 

1. Our customers are the most important people to enter our establishment 
whether in person, by mail, or by telephone. 

2. Our customers are people who desire our seir/ice -- it is our job to give 
that ser^/ice in such a way that mutual benefit and satisfaction result. 

3. Cur customers are not dependent on us -- on the contrary, we are dependent 
on them. 

4. Our customers are not an interruption of our work — they are the purpose 
of it . 

5. Our customers are not outsiders in our work -- they are a part of it. 

6. Our customers are not cold statistics -- they are flesh and blood human 
beings with feelings and emotions like our own. 

7. Our customers are not people to argue or match wuts wHth — arguments 
are won only by avoiding them. 

8. Our customers, whether belligerent or irritating, humble or appealing, 
always have a genuine right to receive prompt and courteous ser'/ice. 

9. Our customers do us a favor by giving us an opportunity to serve them -- 
we are not doing them a favor by ser\'icing them. 

10. Our customers expect only what we ourselves expect from those who have 
elected to serve others -- service -- with a minimum of delay in a helpful, 
courteous, and efficient manner. 

Reprint from NSC Oakland V^Tiittler June 1975. 




R. F. MATSUSHIMA 



Distribution: 

All PD Personnel 
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APiENDIX B 
EEfiSONHEl SOMHABY 



Suminary of GS-1105 ard GS- 1106 personnel in the Departnent 

of the Navy 



£rade level 


Gs-11 05 


GS- 1106 


GS-2 


1 


0 


G6-3 


1 


128 


G£-4 


133 


498 


G5-5 


439 


374 


G£-6 


375 


142 


G£-7 


252 


135 


G£-8 


37 


14 


G£-9 


31 


1 1 


GS- 1C 


5 


2 


GS-1 1 


2 


0 




\ 


2 


Ictals 


1280 


1307 


Average Grade: 


5. 8 


4.8 


fiedian Grade: 


5 


4 


Source: 


Sepcrt on the Federal 
Workforce Through FY 


Acguisit ion 
1982 
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MiiNEix c 

IKTEBVIES COESTIONS 

Ihe fcllcwiug Questions were asked during interviews 
conducted during the course ox the research. 

A. CCEBESI PROBIEflS 

1. What perfornance weaknesses are consist entl}’ cited 
during ChEs? 

2. What are tte causes of the weaknesses that recur 
durinc CCEs? 

3. What specific training shortcomings are noted by 
small purchase supervisors? 

h. What do supervisors attribute to the cause cf these 
shor tcciiings? 

'' 5. What are the current training and performance prob- 

lems as seer by small purchase personnel themselves? 

V 6- What are the areas in which small purchase perscnnel 
feel training is inadecuate? 

7. Is career development suffering as a result of 
these perceived inadecuacies in training? 

8. What organizational problems exist that hinder small 
purchase? 

E. lEAIKING 

1- What current training programs are currently avail- 
able? 

a. What perscnnel are these training programs prima- 
rily aimed at? 
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t . Khat level of experience do these training 
picgrams presume? 

c. Are these programs general or do they adcress 
specific areas cl training? 

2- Is this training offered and/or conducted? 

3. If the above training is not being offered, why 
isn't it being offered? 

a. Is it due to a lack cf awareness? 

b. Is it due tc time constraints? 

c. Is it due to the cost of the training? 

d. is it due to a lack of relevance? 

4- Who is responsible fcr this training? 

5. Why do problems persist despite available training? 
6- What training is necessary for career development? 

7. What are the ether Defense Agencies doing to address 
the pxctlems discussed above? 

8. What locally developed programs are available tc meet 
these training needs? 



C. liAIKIliG fiEQOIBEtINTS 

1. What specific areas cf weakness should training 

addr e ss ? 

2- What form should this training take? 

3. At what point in the career pattern of small 
purchase personnel should this training take place, and how 
often should it take place? 

4. What personnel should be involved in this training? 

5. What level of knowledge should this training 
pres ume ? 
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X 



X2SICS 



1. Khat are the specific weaknesses in perf ormacce? 

2. Can these shcitcomi ngs be corrected bp training? 

3. lihat training is available and why doesn't it work? 
4- Can presently available training meet the needs of 

small purchase personnel? 

5. What specific areas of weakness should be addressed 
in a new training course? 

6. How should a new training course be conducted? 

7. What are the probable costs associated with 
conducting a training course of the proposed nature? 

8. What effect would this training have on the 
throughput and effectiveness of small purchase personnel? 

9. Do you have the time necessary to support a ccnpre- 
hensive training program? 
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MiJNClI D 

LIST OF iCRONYflS AND ABBREVIATIONS 



ADF 

ALMC 

BPA 


Automated Data Processing 

Army Logistics Management Center 

Elanket Purchase Agreement 


CBC 


Ccmmerce Business Daily 


CNR 


Ccntract Management Review 


DAR 


Defense Acquisition Regulation 


DD Fcxffi 


Department of Defense Form 


DLA 


Defense logistics Agency 


DLSII 


Defense logistics Information Excharge 


DOD 


Department of Defense 


DON 


Department of the Navy 


DTIC 


Defense Technical Information Center 


FAI 


Federal Acquisition Institute 


FAR 


Federal Acquisition Regulation 


FSS 


Federal Supply Schedule 


GS 


Government Service 


GSA 


General Services Administration 


NAVCCMET 


Comptroller of the Navy 


NA VMAT 


liaval Material Command 


NAVSCr 


Naval Supply Systems Command 


OFPt 


Cffice of Federal Procurement Policy 


0PM 


Office of Personnel Management 


OSD 


Cffice of the Secretary of Defense 


P- 


Puhlication (followed by number) 


PAiT 


Procurement Administrative Lead Time 


PD 


Position Description 


PL 


Public law 


R. S. 


Eevised Statutes 


SF 


Standard Form 
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SUP f 


Supplement 


UMHIf S 


Crifcrm Material Movement and Issue 




Priority System 


USAP 


Crited States Air Force 


U- £.C. 


United States Code 
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APfINriX E 



IISl 01 INTEBFIEIS 

Adkics, Snail furchase Buyer^ Naval Supply Ce 

Noriclk, Va,, 16 Marci 1984 (Personal). 

Afone, if.t, , Procurement Analyst/ Field Management Divi 
Navy Pegicnal Contracting Center/ Philadelphia Pa./ 12 
1984 (lelephone) . 

Anderson/ tr. / Finarcial Management Division/ Cover 
Printing Cfiic€/ 22 Kay 1984 (lelephone). 

Andersen/ Mrs./ Snail Purchase Division Director/ 
Eegicnal Ccr.tracting Center/ Washington D.C / 13 March 

(Teleptcne) . 

Brown, E./ Federal Aeguisition Institute/ Washington 

14 March 1984 (Personal). 

Cole, E./ Deputy Commander fer Contracting, Naval S 
Systems Cemmand, Washington D.C., 12 March 1984 (Person 

Conrad/ J. , Army Logistics Management Center, Fort lee, 

15 March 19 64 (Personal). 

Courtney, f.. Special Assistant for Career Develop 
Contracting, Naval Material Command, Washington, D.C. 
March 1964 (Personal). 

Dubuisscr, B. , Procurement Analyst, Contracts Plan 
Policy Division, Naval Supply Systems Command, Washin 
I.C. / 12 March 1984 (Personal). 

Ellen, D./ Small Purchase Buyer, Naval Supply Ce 
Norfolk, Va., 16 March 1984 (Personal). 
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ImricX, Z., Director, Contractor Management Review, Kavai 
£upplj Systems Command, Washington, C.C., 12 March 1S84 

(Perscr al) . 

Evangelistc, £., Analyst, Naval Material Command, 
Washington, D.C., 14 tarch 1984 (Personal). 

Garrcvi, S., Small Purchase Buyer, Naval Supply Center, 
Norfclk, Va., 16 March 1984 (Personal). 

Gaskill, J., Analyst, Office of the Secretary of Eefense, 
Kashirgtcn, D.C., 14 March 1984 (Telephone). 

Gerdes, J., Director of Small Purchase, Naval Crdr.ance 
Statior, Icuisville, hy., 27 March 1984 (Personal). 

Gift, K., Lcdr., rirectcr cf Contracts, Naval Ordnance 
Station, Icuisville, Ky. , 27 March 1984 (Personal). 

Haley, E., Analyst, field Management Division, Navy Regional 
Contracting Center, long Beach, Ca. , 29 March 1984 

(Personal) . 

Harder, I., Cdr., Contract Plans and Policy Division, Kaval 
Supply Systems Command, Washington, D.C., various March-May 
1984 (Personal and Telephone). 

fleehigan, K., Analyst, Contract Management Review, Naval 
Supply Systems Command, Washington, D.C., 12 March 1934 

(PerscnaJ) . 



Ketheringtcn, J., Cdr., Defense Logistics Agency, 
Washington, D.C., 13 March 1984 (Telephone). 

Holzmiller, G. , Director of Contracts, Naval Supply Center, 
Norfolk, Va., 16 March 1984 (Personal). 

Houston, M., D.S. Air Force Training Command, Dayton, Oh., 
13 March 1964 (Telephone). 
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r 



Naval Supply Center/ 



leake / 
Korf elk. 



Va. 



irainieg Coo rditator , 

16 March 1984 (Personal). 



Mats ushima, E., Icdr. , Field Management Director, Navy 
Begicnal Contracting Center, Long Beach, Ca., 29 March 1S84 
(Personal) . 



McDowell, S., Senior Procurement Analyst, field Management 
Division, Naval Supply Center, Charleston, S.C., 12 March 
1984 (lelephone) - 



KcFarlanc, R., Small Purchase 
Contracting Center, Long Beach, 
(Personal) . 



Buyer, Navy Eegional 
Ca., 29 March 1S84 
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